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ABSTRACT
THE PINE GROVE RESIDENTIAL COLLEGE
AREA COORDINATOR POSITION - 1970-1971:
A HUMANISTIC/COLLABORATIVE INTERVENTION

The intent of this study was to document the process and the results that occurred when two individuals, working as a team, attempted
to utilize a humanistic approach (based on honesty, openness, sharing

and non-competitiveness) in administrative positions within a large

bureaucracy.

The team was hired as "area coordinators" by the student

affairs staff of a state university to manage a dormitory complex of
1300 undergraduates, and their goal in the project was to affect change
in the organization through modeling humanistic behavior.

For the pur-

poses of the study, "humanistic" was defined as emphasizing the human
with
aspects in the situation, i.e., treating people as human beings

distinct human needs, and not as impersonal objects.
project.
The case study method of research was utilized in this

they describe how
The events are presented in chronological order, and

administrators' behavior, as
the environmental pressures influenced the

coordinator position.
well as their personalities, while in the area
Force Field Analysis and
The study was then analyzed using Kurt Lewin's

concepts of organizational beChris Argyris' Pattern A and Pattern B

havior.

the impact of difLewin's Force Field was used to identify

administrative team throughout the year,
ferent forces operating on the
emphasize the discrepancies between
and Argyris' theory is utilized to
and their behavior.
the feelings of organization members
case
concerned with the need for
The significance of the study is

V

studies describing the psychological/emotional impact of large organizations on organization members.

It also contributes to the development

of a vocabulary that attempts to more clearly describe this impact.

The investigator found that the effects of the bureaucratic environ-

ment on the area coordinator team were for the most part psychologically/
emotionally unhealthy.

He concluded that to live a congruent humanistic

life in a bureaucratic setting is difficult and recommends survival

techniques for people attempting to deal with inhumane, depersonalized
environments
Nicholas Ford Boys
School of Education
University of Massachusetts
Amherst, Massachusetts
August, 1972
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CHAPTER

I

INTRODUCTION

Background of the Problem

Bureaucracies are a fact of life.

We live in a society where most

people exist without questioning the large bureaucracies/institutions

which influence and control their lives.

It is only at the point of ex-

treme hurt or hindrance that most people become acutely aware of the de-

humanization process which threatens our very existence.
When Max Weber initially described the bureaucratic ’’machine
model” structure, its purpose was to cope with the many problems of the
early industrial revolution.
The... model was developed as a reaction against the
personal subjugation, nepotism, cruelty and the capricious and subjective judgments which passed for
managerial practices (Bennis, 1968, p. 55).
But times and problems have changed.

Bureaucracies for the most part

have done their job and now seem to have lost sight of their most fun-

damental purpose.

In many cases they have gotten so large and unman-

ageable that they actually function antithetically to their original
intent
’’The

(it) must
second characteristic (of an institution) is that...

continue to exist (Herndon, 1971, p. 110).”

The self-perpetuating na-

and often cumbersome in
ture of bureaucracies makes them slow to change

an age of rapid movement.

imThe complexities of our society make it

to adapt rapidly to
perative that organizations be flexible and able

must be replaced by
new situations... it is obvious that bureaucracies
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organizational models more suited to our societal needs.
Not only is bureaucracy out of step with technology, but
it is also

inconsistent with the growth of the "human potential movement" which
has

made people in our society more aware of themselves and their needs.
The real push for these changes (changes in organizations) stems from the need, not only to humanize
the organization, but to use it as a crucible of
personal growth and development of self-realization
(Bennis, 1968, p. 59).

Contemporary man is becoming more sophisticated about his needs and
is starting to demand more personal satisfaction from his work.

As a

"bureaucrat," he finds himself stifled and frustrated, and so is beginning to put pressure on the organization to change from within.

Concurrent with the thrust for organizational and job relevance is
the realization that individuals must begin to take responsibility for

themselves, that they cannot leave decision making up to their organi-

zation or their government if they want to meet their needs.

In order

for people to exert this kind of initiative, they must be provided with

opportunities (a re-education process) to gain personal awareness and to

begin to experiment with alternative behaviors and life styles.
As long as he (man) is only a sheep and his reality
is essentially nothing but the fiction built up by
his society for more convenient manipulation of men
and things, he is weak as a man (Fromm, 1968, p. 66).

As man begins to make decisions himself, he will no longer be a
sheep, and he will begin to confront the system which has for so long

kept him a slave.

The implications of all this for education are obvious.

As a pri-

education,
mary institution responsible for socialization in our society,
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especially higher education, must take the leadership
in the re-

humanization process.
Like the American economy itself, the system of
universities is really a machine for its own sake,
to run and produce brand goods... More revolutionary produces like free spirit, individual identity,
vocation, community, the advancement of humanity
are. .disapproved (Goodman, 1962, p. 277).
.

Educational insitutions must be run not as businesses, but as humane systems where administrators, teachers and students have an opportunity to

develop their own potentials.

Administrators can play a key role in be-

ginning to change the character of these institutions by giving human
needs and concerns top priority.
This study describes a team approach used by two individuals in an

attempt to humanize one part of a large institution of higher education.
It focuses on the conflicts and problems involved when attempts are made

to personalize administrative roles

(through open expression of feelings,

honesty and trust) in an organizational structure whose management ap-

proach is depersonalized (based on rules, structure and control).

Research Site

The site of this case study was the Pine Grove Residential College,

which is located within a large state university.

Pine Grove was one of

six dormitory areas at the university and housed 1300 undergraduate stu-

dents.

All the names, including Pine Grove, were changed in order to

preserve the anonymity of those involved.
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Objectives of the Study
The major objectives of this study were to
describe and analyze a
case study of a humanistic administrative
intervention.

The specific

objectives of the study were:
(1)

Through a description of the Residential College Area Coordinator’s position (part of the student affairs organization),
1970-1971:
(a)

Delineate the organizational setting which affected the
conceptualization and implementation of a humanistic
approach to managing a dormitory complex;

(b)

Identify the people and incidents influencing the plan-

ning and operation for this example of humanistic
administration.
(2)

Through an analysis and synthesis of the data obtained:
(a)

Determine the degree to which the co-coordinators of the
Residential College achieved their selected goals and
analyze the organizational forces influencing their
effectiveness;

(b)

Make recommendations for people concerned with humanistic

administration in other organizational settings.

Limitations of the Study

(1)

This study is limited to the time period from September 1970 to

July 1971 in its narrative content.

Additional data were gathered

through the use of interviews and a questionnaire.

Since this ad-
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ditional data were retrospective in nature, it
may have been less

reliable than if it had been collected during
the actual period

under study.
(2)

The lack of an explicit, conceptual design for evaluation
of the

intervention prior to the actual experience mitigated against the
use of precise measurement criteria for some parts of the data,
(3)

The sporadic form in which the data were available controlled to
an extent the methodology used for the study.

(4)

The investigator was one of the area co-coordinators of the Resi-

dential College studied.
bias the information.

This could have unconsciously led him to

It is also recognized that the investiga-

tor’s position provided a unique perspective from which to analyze
the data.
(5)

Most of the data was collected internally by the staff and students
of the Residential College.

It is felt that this enhanced the

collection of data for the purposes of this study.

Definition of Terms

Area Co-coordinators

.

In the Pine Grove area, instead of having

one area coordinator and one assistant, there was an administrative team

of two area coordinators with no assistants who shared all responsibility
and authority for the position.

Area Coordinator

.

Title given to the person responsible for the

total management of a dormitory complex.
C.D.H.R.

Community Development and Human Relations--a center at
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the university whose goal was to develop feelings
of "community” and

"human relations" in the university environment.

Central Administration

.

Refers to the middle level of the student

affairs organization at Frost (Dean of Students, Assistant
Dean of
Students)

(See Figure 2)

.

Frost Administration

Refers to the administrators of the student

.

affairs organization, located in the Frost Administration Building (same
as Central Administration)

Group Workers

.

The individuals with human relations and group dyna-

mics skills that were assigned to dormitory areas of the university by
C.D.H.R. to coordinate and facilitate human relations projects.

Higher Administration

.

Refers to higher positions in the student

affairs organization (Chancellor, Vice-Chancellor)

House

.

Human

.

.

(See Figure 2)

Another name for dormitory.

All references made in this paper to the terms human,
humane, humanize, humanness, humanistic, etc., are
based on the investigator's beliefs about human nature
as follows:
(1) human beings want to live in a world
that is congruent, integrated, synergystic, (2) human
beings do not want to be alienated, (3) human beings
want their lives to be personally meaningful, (4) human beings want freedom of choice about their lives
and how to live them, (5) human beings are flexible,
and (6) human beings are naturally open, sharing and
honest (if not taught to be otherwise)

Although any definition of the term "human" is inadequate, since human is as broad and diverse as the
millions of humans who have ever existed or will ever
exist, the investigator has listed those characteristics
which are central to this paper. This view of humanity is shared by the following writers to whom the investigator refers frequently throughout this paper:
Eric Fromm, Victor Frankl, Abraham Maslow, Carl Rogers,
Bruno Bettelheim, Warren Bennis, Chris Argyris, Douglas
McGregor and R.D.Laing (McCoy, 1972, p. 5).

7

Pine Grove Residential College

A dormitory complex that was origi-

.

nated to provide a living/ learning experience
for approximately 1300

undergraduate students.
Student Affairs.

The branch of the university administration that

managed ’’student living” on campus (dormitories, food
service, etc.).

Analysis

In a summary of research problems in organizational development,

Schmuck and Miles (1972) conclude that what is necessary is
emphasis on documenting the sequence of events,

information regarding incidents and

(3)

(2)

(1)

increased

detailed, ordered

more frequent use of observation.

This study attempts to meet these three needs by

(1)

presenting a case

study of the actual events which occurred during 1970-71 at a residential
college,

(2)

analyzing these events by means of Lowin' s force field anal-

ysis and (3) utilizing observation as a primary source of data collection
and interpretation.

Design of the study

.

Research designs are often based on the mechan-

istic point of view where rationality, not feelings, is the main consideration.

In studying human beings, these methods are inadequate because

they ignore so much of what is vital to a clear understanding of the be-

havior (i.e., the emotional level).
(1967) and Chris Argyris

R.D.Laing (1967), Sidney Jourard

(1970 share a concern that much of the research

done in social and behavioral sciences is invalid because of the impersonal way the studies are conducted.

dependent, rigid and emphasizing rote

Studies are often rule-bound, rule-

— all

consequences of the Pattern A

world (described by Argyris [1969] as a world characterized by minimal
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expression of feelings, minimal openness to feelings
and minimal risk
taking with ideas or feelings)
The case study method has been chosen for this
study because in the

investigator’s opinion it provides a means for humanizing
research.

It

provides a means for assessing the human implications of a
study, and if

carefully applied, can help describe the effects that particular events
have on the people involved.

’’Just as

man is the only case of life being

aware of itself, man as a system builder and the analyzer must make himself the object of the system he analyzes (Fromm, 1968, p. 10)."

The case study method is also conducive to the gathering of data

describing a situation that extends over a specific period of time and
...although it is concerned with minute facts about
the characteristics and behavior of the subject under investigation, the method also seeks to identify
causative factors and explanatory data to account for
symptoms or behavioral patterns (Hillway, 1969, p. 45).

Data collection.
The data of much empirical and theoretical research
are not so much "given" as taken out of a constantly
elusive matrix of happenings. The quantitatively interchangeable grist that goes into the mills of reliability studies and rating scales is the expression
of a processing that we do on reality and not the expression of reality (Laing, 1967, p. 62).
The case study provided a unique tool with which to integrate data within
a framework of actual events instead of as isolated information fragments.

Data for this study were gathered from several sources:
(1)

Informational documents (including memoranda and other staff com-

munications) from the university student affairs office.
(2)

Articles from student newspapers.
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(3)

Data from a questionnaire administered to students
concerning student perceptions of the student affairs office (See
Appendix A)

(4)

The R.A.D. questionnaire administered to other area
coordinators.
This questionnaire deals with the perceived responsibility,
authority and delegation as seen by administrators in similar positions
(See Appendix B)

(5)

Informal private interviews with staff and students.

(6)

Organizational charts.

(7)

Personal observations and journals.

Experience is for me the highest authority, the touchstone of validity is my own experience. No other person's ideas and none of my own ideas are as authoritative as my experience (Rogers, 1961, p. 22).
Means of analysis

.

The data for this study was analyzed via the

use of Kurt Lewin's Force Field Analysis (Appendix C)

.

This theory was

applied to different phases along the "time line" (chronological sequence
of events) of this case study.

Lewin views behavior in an organization

as a dynamic equilibrium of forces working in opposite directions.

Thus,

the organization exists at its present level because the sum of the

strengths of the restraining forces are equal to the strengths of the

driving forces.

When the sum of the strengths of the forces are not

equal, change or new behavior is introduced in order to balance the for-

ces and return to the equilibrium state.

This tool provided a means for

looking at existing forces, acting on the student affairs organization of
the residential college at any given point along the time line.

By ex-

amining these forces more closely, the viewer begins to see how organithe
zational forces changed (in direction, strength, etc.) throughout
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year and how this affected the area
co-coordinators' behavior.

Figure

1

illustrates the concept of Force Field Analysis
as it is applied to this
case study.

Sept
1970

Phase

I

Phase II

Phase III

Phase IV

Phase V

Phase VI

July
1971

TIME LINE
At a Single Examination Phase

DRIVING FORCES

RESTRAINING FORCES

(+)

>-

(-)

-<

Point of equilibrium
Fig.

1.

Forces in a series of examination phases.

The designation of phases a-iongthe time line is based on "critical"
events and decisions that the investigator felt influenced the interac-

tion of forces on the area co-coordinators.

For each phase there is a

chart illustrating the interaction of these forces, a summary of the im-

pact of these forces and a description of each individual force.

The

individual forces are examined by viewing actual incidents described in
the case study from two perspectives. Pattern A and Pattern B, as des-

cribed by Chris Argyris (1969)
Pattern A

Pattern A is the pattern of traditional organizational design and
is characterized by the following
statements concerning interpersonal relationships.

Pattern B
Pattern B is characterized by the
following statements concerning
inter-personal relationships,
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Pattern A

Pattern B

(1) In any given inter-personal relationship or group, the important
behavior is that behavior related
to the accomplishment of the relationship or of the group.
(2)

Human effectiveness increases

as people are rational and intellective.
Human effectiveness decreases as people focus on inter-

personal feelings and/or behave
emotionally.
(3) The most effective way to tap
human energy and gain human commitment is through leadership that
controls rewards, penalizes and
coordinates human behavior.

(1) In any given inter-personal relationship or group, the important
behavior is that behavior which is
related to feelings being expressed
and risks taken.
(2) Human effectiveness increases as
people are more open with their feelings and experimental in their activity.
Human effectiveness decreases
when people are rational and intellectual in their behavior.
(3) The most effective way to tap human energy and gain human commitment
is through leadership that encourages
individuality and trust while discouraging the norms of conformity and antagonism.

The following organizational tools were also used when applicable to
assist the investigator in explaining the dynamics of the forces more
clearly.
(A)

Life Cycle Theory (Her sey/ Blanchard, 1969 [a])

(B)

Organization as a Social System, adapted from Getzels/Guba
(Halpin, 1958)

(C)

Hierarchy of Needs (Maslow, 1954)

(D)

Interplay of Role and Personality, adapted from Getzels/Guba
(Halpin, 1958)

(E)

Organizational Typology (Etzioni, 1961)

(F)

Organizational Goal Achievement (McGregor, 1960)

Significance of the Study

This case study is significant in that

intervention (Argyris, 1970),

(2)

(1)

it documents a Pattern B

it utilizes a vocabulary consistent with
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Pattern

B in its

analysis and

(3)

it outlines a strategy for humanistic

administrators to survive in Pattern A organizations
(Argyris, 1969).
The documentation of a Pattern B intervention
is vital, since there
has been so little research done in the area.

Argyris emphasizes the need

for more research about Pattern B and states several
reasons as follows;
First, the behavior in Pattern B exists, it cannot be
denied, and as such, must be incorporated into any
complete theory of human behavior .. .Change in Pattern
A requires behavior of the type that is sanctioned in
Pattern B. .. intensive studies of Pattern B behavior...
can lead... to re-examination of certain aspects of
existing social-psychological theory... To develop a
more complete picture observations are necessary, conducted by observers who can be shown to be competent in
Pattern B type behavior. .making social-psychological
theory more relevant to some of the critical human
problems of our world. .studies of Pattern B would
lead to generalizations about how to create more settings in the ongoing, noncontrived, "real" world that
encourage trust, risk taking, concern and individuality (Argyris, 1969, p. 901).
.

.

Case studies such as this one can begin to provide the data needed to
bring about changes in present systems.

It is only by learning from those

who have tried that we can begin to develop more effective strategies.

Another significance of this study is the experimentation with com-

municating Pattern B values and behavior in an organizational setting.
The words usually used to describe organizational behavior (i.e., chain of
command, authority, power, etc.) are inappropriate and ineffective for des

cribing human behavior in organizational settings.

Maslow points out that

...these words do not apply very well to B-leaders
and B-followers, no more than they would apply to a
really well integrated basketball team, for instance.
We had better find other words (which do not yet exist) to describe the B-psychology type of authority,
leadership, etc., not using the words which our heritage from an authoritarian situation which was thought
to be the only kind of leadership situation (Maslow,
1965, p.

148).
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This study has focused on pointing out
the differences in Pattern A and

Pattern B (Argyris, 1969) behavior and the
vocabulary used to describe
these behaviors.
As pointed out by Argyris (1969)

,

data concerned with Pattern

B in-

terventions must be shared and made widely available
for others interested in similar interventions.

The odds against an aspiring Pattern B

administrator are overwhelming, and if he is to survive in a
Pattern A
organization, he will need as much information about previous
attempts
as possible.

This shared information will make it possible to build suc-

cessful strategies which may some day be able to bring about the changes

necessary to create more humane institutions.

Organization of the Dissertation

Chapter

I

has provided an introduction to this study.

Chapter II

presents a review of the research and literature related to the topic of
this dissertation.

This includes humanistic leadership, organizational

behavior and organizational development (team building).

Chapter III is

the case study of the Pine Grove Residential College's Area Coordinator's

position (1970-1971)

.

Chapter IV contains an analysis of the data in

the case study and Chapter V includes a discussion of the conclusions

and recommendations.
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CHAPTER

II

REVIEW OF THE LITERATURE
In this chapter the investigator has
reviewed those areas of the

literature which provide a conceptual framework
for understanding the
events of the case study of the Pine Grove
intervention.
are.

These areas

humanistic educational leadership, which provides
insight into

(1)

the goals of the area co-coordinators,

(2)

organizational behavior, which

provides a perspective from which to analyze the events
which occurred
and (3) organizational development, which helps to
describe the strategy

used for implementing these goals within the organization.

Part

I:

Humanistic Educational Leadership

-

The Goal

It was the goal of the Pine Grove Area Co-coordinators to act as

humanistic leaders within the structure of the university bureaucracy.
To understand their goal, we must look at the meaning of the term,

"humanistic educational leader."

Although there is no research directly

on the topic of humanistic educational leadership, we can apply much of
the work done in humanistic psychology.

Bugental (1967) credits Henry

Cantril and Abraham Maslow with the developmental work on what we now
call humanistic psychology.

The emphasis here is on dealing with people

and their organizations in a humane manner rather than a "scientific

manner."

The administrator leader must operate from a value system that

views people as humans, not as objects or things.

Warren Bennis (1968)

sees that:

...there has been a general tendency in business
to move away (tacitly) from a presidential form

15

of power (leadership) to a... team concept
.. .Despite all the problems inherent in the
executive
constellation concept, problems of building an
effective team, compatibility, etc., it is
hard
to see other valid solutions to the
constraints...
of the leader's role (Bennis and Slater. 1968
pp.

104,

105).

The development of this new collaborative
leadership style has its

origin in the developmental work by Douglas McGregor
(1960) on Theory X
(traditional coercive management) and Theory Y (a more
open, trusting,

collaborative style).

Chris Argyris'

(1969)

concepts of Pattern A and B

management correspond closely to McGregor's as do Likert's
(1961) system

1

(decision making at top, subordinates forced to work through

fear and threats) and 4 managers (shared decision making, open communication)

.

Moving from a management philosophy to a larger organizational view
we begin to see the difficulties of applying humanistic psychology to
large systems.

Willis W. Harman (1972) in an address given in February

of 1972 to the White House Conference on the Industrial World Ahead asks

Can the system be adjusted so that good business
policy is congruent with good social policy? Many
analysts have seriously questioned whether those
basic values and premises which have served to
build up our present technological and industrial
capabilities are now suitable for the humane application or even rational control of those
"Faustian powers" (Harman, 1972, p. 7).
He goes on to offer an alternative termed "humanistic capitalism."

"Humanistic capitalism" is characterized as a society in which "...fulfillment (self actualization in Maslow's [1954] terms), becoming human
(the fully functioning person in Rogers'

[1969]

terms) become its aims

and all its institutions were directed to this end (Harman, 1972, p. 16)
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Beatrice and Sydney Rome (1966) have begun
some pioneering research
on large humanistic social organizations.

Their method, called "Levia-

than,” utilized a humanistic framework and
computerized simulations to
study human reactions to new organizational
approaches.

Their experi-

ment in 1963-64 (other experiments are now in progress)
demonstrated
that:

...the organization and government of large social
hierarchies can now be both humanistically conceived
and experimentally investigated and, moreover, that
a humanistic-operational science of organizational
behavior is now possible (Rome, 1967, p. 193).

Leadership behavior in this context can also be researched through their
methodology, although results on this aspect have not been published.
The implication of Harman's and Rome's work is that humanistic leadership

within large institutions is difficult, but possible and necessary if the
society is to survive.
Rogers (1969) speaks directly about humanistic leadership within

educational institutions by stating:
The educational administrator who follows the usual
pattern in carrying responsibility for his school
(McGregor's theory X) sees his task as that of harnessing the energy of faculty and students so that
the goals and requirements of the educational system will be met (Ibgers, 1969, pp. 206-208).

This is contrasted to a "modem" view (theory Y)

,

which sees the admini-

strator as:
...responsible for organizing the resources of
the institution--the teachers, the students,
materials--in such a way that all the persons
involved, including himself, can work together
toward defining and achieving their own educational goals (Rogers, 1969, pp. 206-208).
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The Pine Grove Area Co-coordinators' goals
are perhaps best stated
as follows:

The administrator has the task of using himself
in just as fulfilling a way as he makes possible
for his staff and students
He does not submerge
himself (his personality), but uses his leadership qualities, his vision, his wider information,
all the characteristics which have led to his being
placed in a position of responsibility, as positive
input in a living and changing organization (Rogers,
.

1969, p. 208)

Part II:

Organizational Behavior

A Perspective

-

To understand the implications of a humanistic intervention, it is

necessary to understand something about how present organizations operate and how people in these organizations behave.

One limitation of

organizational theories traditionally has been that they have, for the

most part, been reflective and used as a justification for institutions

rather than providing goals for improvement.

Taylor's (1911) scientific

management approach and Weber's work creating the concept of bureaucracy
(Mayer,

1943), provided the industrial age with a rationale.

This

rationale, one which emphasized machine over man, is no longer appropriate.

Since our society is moving rapidly into the post industrial

age, "Bureaucracy with its nicely defined chain of command, its rules

and its rigidities, is ill adapted to the rapid change the environment

now demands (Bennis and Slater, 1968, p. 56)."
Mayo's Hawthorne studies of 1924 are credited with the breakthrough
into a new, more human-oriented view of organizations.

He began to see

that "the consequences for society of the unbalance between the develop-

ment of technical and of social skill, have been disasterous (Mayo,
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1945, p. 23)."

The research in this field is extensive,
and for the purposes of
this study, can perhaps be most
effectively reviewed by organizing it

into the categories of

Motivation

.

(1)

motivation and

(2)

leadership.

Many theories have been developed to
explain human

motivation in organizations.

Maslow (1954) approaches the motivation

question from a perspective that assumes man to
have a "hierarchy" of
needs to satisfy (physiological, security, affiliation,
esteem and
self-actualization), and that when the needs at one level are met,
he
will then attempt to meet the needs at the next level.

This approach

is one that is utilized in the analysis of this case
study.

Herzberg (1959) breaks motivation down in a different way.
identifies two categories

hygiene factors and motivators.

He

Hygiene

factors are concerned with the working environment (pay, working conditions, safety, etc.) and motivators are concerned with the work
itself.

McGregor (1960) is considered the researcher who made the breakthrough with his Theory X and Theory Y.

Basing his studies greatly on

the work of Mayo, McGregor published his book. The Human Side of Enter-

prise , in which he proclaimed previous motivational thinking, which la-

beled man as basically lazy and irresponsible with a need to be directed,
as false.

He stated that man takes responsibility for himself, and can

be creative and enjoy his work if the conditions are favorable.

Argyris (1964) describes his view of man's motivation as the "im-

maturity-maturity theory."

He sees seven changes which should occur in
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the personality of an indviidual if
he is to develop into a mature person.

Argyris’ mature person is similar to
McGregor's (1960) Theory Y

individual and Maslow's (1954) self-actualized
person.

It is important

to note that all of these theories represent
a large departure from the

motivation philosophies of the first half of the
century, which mostly

characterized man in accordance with McGregor's Theory
Y person.
In addition to the general theories discussed
above, there has been
a great deal of research on specific variables
related to motivation.

One of the main difficuties in studying this area is the
problem of

isolating the many variables.

For the purposes of this study, the in-

vestigator has dealt with those variables directly related to the be-

havior of the Pine Grove staff, including:

job satisfaction, autonomy

and size and goals of the organization.

Job satisfaction is a crucial variable, especially in terms of

higher levels of motivation (above security needs)

.

Walker and Guest

(1952) conclude that job satisfaction and morale (which they relate to

motivation) are determined by a number of different factors such as;

people met on job, new opportunities, prestige, money and security.

Their findings coincide with Herzberg's hygiene factors. (Herzberg, 1966).

Aaron Spector (1956) deals with the concepts of frustration, gratification, and expectations as they relate to job satisfaction.

He con-

cludes that the higher the expectations, the greater frustration and the

dissatisfaction if the expectations are not met (and vice versa)

Another study done by Vroom (1962) linked job satisfaction with egoinvolvement and indicated that high performance levels resulted in
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higher levels of job satisfaction.

Autonomy is often a motivational
factor and has implications for
understanding the behavior of the Pine
Grove staff. Trow (1957), using
college students in a simulated work
situation, concluded that when
needs for autonomy were met, the subjects
were more satisfied with their
jobs.

Vroom (1962) reinforced this finding by
saying that when people

are ego-involved in their work, they will
be satisfied to the degree

that they are allowed self-expression.

Schaffer (1953), however, found

that autonomy was not necessarily the most
important motivator and
that this factor varied in relation to the
needs of the individual sub-

jects studied.

It would appear that autonomy and
self-expression are

significant motivators for some people and not others.

Although this

factor alone cannot explain behavior, it is one that should
be considered.

A third factor influencing motivation is the organization
setting-the goals of and the size of the organization in which the people work.

Etzioni (1961), in his organizational typology, illustrated the concept
that different types of organizations support different kinds of behavior.

These behaviors are directly linked to motivation.

For example,

in a "utilitarian" (business) organization, employees are motivated by

making money (which is also the organizational goal) and will behave in
a calculated, efficient manner to attain this goal.

If we want to

change behavior, it then becomes necessary to change the goals of the

organizations in which people work (Etzioni, 1972).
tant implications of Etzioni

's

One of the impor-

(1961) work is that employees either be-

have congruent with the goals of the organization or conflict results.

21

McGregor (1960) found that conflict between
individual job satisfaction
(personal goals) and organizational goals was
significant in decreasing

organizational effectiveness.

Likert (1961) found that conflicting ex-

pectations (individual versus management) had the
same effect.

Another organizational factor linked to motivation
is size.
Talacchi (1960) found that size directly affected
individuals through
changing both the nature of the job and the nature of
interpersonal relations (i.e., the larger the organization the harder to motivate
the

individual)

.

Maltzer and Salter (1962) found similarly that an increase

in the number of levels of management control increases the difficulty
in motivating employees and providing individual job satisfaction.

Although leadership/supervision is often a factor which influences
employee motivation, it is most often viewed as an independent variable
in organizational behavior.

The literature in this area is probably the

most extensive of any area in organizational behavior.

In spite of the

vast number of studies, it is significant that there is little or no

agreement on theory, definitions or research findings.

Gibb (1954) in-

tegrates many of the leadership theories to come up with a list of im-

portant factors including:
(2)

the followers,

affect leadership.

(3)

(1)

the personality of the leader (traits),

the situation and

(4)

the group, all of which

His approach emphasizes the interaction of these

four variables in determining appropriate leadership behavior.
The Ohio State University studies (1964), Blake and Mouton's (1964)

managerial grid and the Her sey- Blanchard (1969a) life-cycle theory provide grids for charting the relationship of leadership style and the
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functions of leadership (task and
maintenance)

.

Halpin (1959)

,

using

the "grid" approach in a study of
school administrators, concluded that
leaders, to be successful, must be
high on concern for people and high
on concern for task.
In terms of interaction with employees,
there are a variety of

leadership styles which have been identified:
[I960] Theory X),

faire.

(2)

(1)

autocratic (McGregor

democratic (McGregor Theory Y) and

(3)

laissez-

Style three is of little consequence, since
it means no "real”

leadership.

Research seems to indicate that both autocratic and
demo-

cratic styles can be equally effective depending on
the expectations of
subordinates.

Stanton (1960) found evidence that democratic managers

often sacrificed organizational goals and were therefore less successful in terms of these goals.

He also points out that an authoritarian

manager can be structured, yet still be considerate of employees.
Likert (1961), however, in his studies, continually finds evidence that

democratic (employee centered) managers have higher production levels.
These two contradictory studies are only two examples of the inconclusive research on the question of successful leadership styles.

Another aspect of leadership which appears to have interesting
implications for this case study is differences in perceptions of
leaders.

Besco and Lawshe (1959) found that there was no relationship

between subordinate and superior perceptions of leadership behavior of
the same leader.

They credited this to the fact that supervisors often

act differently for superiors than for subordinates.

Nagle (1954) re-

lated perception of the leader/ supervisor to attitudes toward the organi-

23

zation.

He found that supervisors who
were empathetic with employees
were viewed favorably by those
employees and that there was a halo
effect in that those employees
then viewed the organization more
favorably.

Patton C19S4), however, found that
empathy on the part of super-

visors had little relationship to
their being considered good supervisors. These conflicting results
tend to indicate that in spite of

effective or empathetic communication,
"..all attitudes cannot be positive.

.

.simply because of personality differences.

Differential percep-

tion between and within worker and supervisory
levels will always exist
(Applewhite, 1965, p. 143)."

Research done by Coates and Pellegrin

(1957) suggest that this perceptual problem is
further complicated by

the leader's self-concept.

Self-concepts can cause conflict when they

result in different expectations on the part of leaders and
followers.
In summary, organizational behavior literature is
extensive, but

inconclusive.

Both in terms of motivation and leadership/supervision,

the literature provides a variety of perspectives, but little in the

way of direction.

Part III:

Organizational Development (Team Building)

-

A Strategy

This section takes a look at different organizational development

strategies for change with the main focus being "team building” within

organizations

An extensive review of the literature of the training and development in organizations has been done by John Campbell (1971).

He sug-

gests that to a large extent, the literature deals mostly with pleas
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for improved methods, but gives little
insight into actual means of

implementing change through organizational
development.

Organizational development is defined for the
purposes of this
study as a planned intervention strategy
into the life of an organization, in response to pressure by the
important decision makers of the

organization (Campbell, 1971).

A significant difference in the Pine

Grove study is that the intervention was made by the
area co-coordinators
themselves and not the more typical mode of using outside
consultants.
Bennis and Slater's (1968) "action research," Blake and
Mouton's (1964)

"Managerial Grid," Schein's (1965) "process consultation" and Argyris's
(1970)

intervention theory" represent four of the most popular theories

of organizational development.
three step process:

(1)

Bennis and Slater's model involves a

collecting data,

(2)

feeding back the results

to participants and (3) "action" planning, based on the generated data.

Schein and Argyris both emphasize the use of an outside perspective
(i.e., consultant) which implies that the organization has to desire

change and take some action before there is an intervention.

Blake and

Mouton, on the other hand, provide a tool for managers to use to develop
their own organizational skills and change from within.

Although dif-

ferent organizational development strategies have been experimented with
in business settings and industrial organizations, little research has

been done in educational settings.

Rogers (1969), Schmuck and Runkel

(1971) and Miles (1965) have recently begun to apply these theories to

educational settings.

As Miles points out, this is difficult, as the

process is often complicated by the fact that goals are not clearly
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understood or shared by those involved in
the organization.

Another difficulty in determining appropriate
strategies for organizational development has been the lack of
research done on results of

actual O.D. attempts (Schmuck and Miles,
1971).

The problem is that

"traditional" evaluation methodology tends to
alienate participants, and
according to Argyris, makes it difficult, if not
impossible, to obtain
accurate data in terms of Pattern B values (i.e., those
concerned with

human dimensions)

(Argyris, 1969).

A category that shows even less re-

search or documentation is that of the psychological impact
of the O.D.

strategy on the interventionist himself.

It is to this question that

a significant part of this case study is devoted (in addition
to the

impact of the strategy on the organization)

Through the research on "team building," we can better understand
the "team" collaborative approach attempted by the co-coordinators of

Pine Grove.

There have been many studies on the "impact" of teams in

organizations.

Mayo and Lombard (1944) began to define the organiza-

tional benefits of team work.

Later research by Seashore (1954) and Katz

and Kahn (1951) found that group cohesiveness did improve productivity
and satisfaction.

These same studies found, however, that cohesion can

also be detrimental to the goals of the organization when teamwork is
felt necessary by a subordinate group due to goal conflict within the

organization.

The result, from a management perspective, might be as follows:

Where management finds that there is no possibility
of developing groups with goals that are compatible
with the objectives, it may become necessary to resort to measures that will weaken or eliminate informal groups (Sayles and Strauss, 1960, p. 211).

26

In discussing actual "team
building" methods, Beckhard
(1969) of-

fers a model that is concerned
primarily with "effectiveness" in
relation to the goal.
In this model, the focus deals
with either "process"

(team working relationships) or
"task" (the goal) in relation to effec-

tiveness.

No matter which approach is used
(process or task), each in-

variably influences the other.

Friedlander 's (1967) work on small team

development uses prelab and postlab assessments
of the organization and
Its members to test team effectiveness.

He found significant changes in

group effectiveness, mutual influence and
personal participation.

Blake

and Mouton’s (1964) approach is concerned with
team "culture," stating

that each team in an organization has its own culture.

Upon identifying

the "culture," the individual team members then begin
to work on "weak-

nesses," followed by a team effort to establish new goals and
objectives

within their "cultural framework."
Studies by Van Zelst (1952) and Jacobs (1945) emphasize the importance of psychological references as a factor in team building (i.e.,

group members liking or at least not disliking each other)
(1967)

.

Friedlander

finds that managers attending training together increase their

personal involvement, mutual influence and effectiveness as a group.

Golembewski and Blumberg (1970) found improved collaboration came as a
result of unit training designed to clarify relationships between or-

ganizational work groups.

Another means of building a team is by involving subordinates in
group decision making.

This means of "team building" is supported by

Bennis (1969), Guest (1962), Whyte (1956), Argyris (1957), Likert (1961)
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and others.

Miles (1965), however, presents the
opinion that group

decision-making may be another means of
managerial manipulation (i.e.,
a means of tricking employees
into accepting decisions).

Grenier (1967)

further cautions that improvements in an
organization might be due to

environmental changes (new management commitment)
instead of organizational development strategies.

Argyris (1969) reinforces this concern

by questioning the evaluation methodology of
0.

D.

data, stating that

participation may not be as clearly linked to change as
these studies
indicate

Another concern in the field of Organizational Development is
that
of the modern day emphasis on the "T" group.

Bennis, Benne and Chin

(1969) feel that the "normative" re-education process (T-group model

dealing with value change) is an important part of the 0. D. field, but
is not the "total" answer for change.

They state that it does not deal

effectively with the "power reality" in our society, and should be used
more in connection with modifications of the actual organizational structure and technology as well as changes in communications systems.

To

back this up, Walton (1969) in his study of the power model versus
attitudinal change (T-group) and Kleiner's (1972) study of a social,

experiential and critical analysis of laboratory training, conclude that
not enough attention has been paid to variables such as conflict resolution and power.

Clark (1966) raises significant points about "self defeating task
groups" (Clark, 1966, p. 11) which focus on reasons for inefficient use

of time spent in meetings, lack of creativity and the possibility of
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personality conflicts in collaborative
management approaches.
To conclude, the investigator feels
that despite the shortcomings

of organizational development research,
the negatives must be weighed
against such positive effects as:
together,

(2)

(1)

social satisfaction of working

sense of group identification and

accomplishment.

(3)

shared sense of

The research on 0. D. appears adequate
to suggest the

use of 0. D. strategies for organizational
change.

Also clearly indi-

cated is the need for more case studies dealing
with 0. D. strategies,

especially within educational organizations.
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CHAPTER

III

CASE STUDY

Statement of Goals
The goals of the area co-coordinators
of Pine Grove Residential

College, 1970-71, were to "humanize" the
Pine Grove Area through modeling
a collaborative team approach, using
counseling, group organizing and

facilitation skills, and utilizing the "human
relations" resources of
the university.

This was to be accomplished by working collaboratively

with the heads of residence and counseling staff
in the area, in setting
up seminars, colloquiums and courses to achieve
this end.

The area co-

coordinators' goal was to personalize student services by
concentrating
on what they regarded as the "distinctively human aspects"
(Bugental,
1967, p. 45) of their position.

Background Events (May

-

September 1970)

In May of 1970 (the spring of student unrest) two doctoral students,

Doug Hayes and Lisa Ames, interviewed for positions in the university's
Student Affairs Office.

As the interviews progressed, it became clear

that both would probably be hired.

It also became apparent that there

was an opportunity for them to work as an administrative team if they
chose, which they found to be an intriguing thought.

The particular po-

sitions they were being interviewed for were that of area coordinator
and assistant area coordinator, whose responsibilities it was to

manage one dormitory complex on campus (there were six dormitory complexes in all)

.

The team idea was appealing to Doug and Lisa because

30

they had worked together as
members of the Program for
Educational
Leaders (PEL) at the School of
Education over the past year, and
felt

their administrative skills,
philosophies and personal styles would
complement each other in these positions.

They were finally selected to fill
the two student affairs vacancies at the Pine Grove Residential
College by a comnittee of staff and

students from the area.

Although selected by Pine Grove's committee,

they could not be officially hired until
their applications had been
screened and approved by the university
administration and the Board
of Trustees.

The conditions under which the pair agreed to
accept the

positions were that they would be hired as a team
and that they would

both have equal status (i.e., same title, salary,
responsibility and
authority)

Although this differed from the normal hiring porcedures

.

for these positions, the terms were readily accepted by
the Pine Grove

Committee, and the committee formally submitted the team's applications
to the central administration office (Frost Building) for approval

Clearance finally came through as expected in August, three months
later.

Phase

October

1,

I

-

1970

The first few weeks (gaining momentum)
.

September

-

1

-

The new area co-coordinators returned to campus to

begin work on September first, although their contracts were not in
effect until September eighth.

They had been requested to report early

for an orientation period to be conducted by Jim Baird, Assistant Dean

for Student Affairs for East Campus, who was to be their immediate

superior in the Student Affairs organization (Figure

2)

.

Jim was con-
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ducting orientation sessions for the
area coordinators on the East
side
of campus, all of whom were new to
the organization. These sessions
were mostly of an informational nature.

Concommitant with the area coordinator
orientation were the first

regular staff meetings for the Pine Grove
area staff (Figure

2)

.

These

meetings began from day one with a crisis
situation--the co-ed housing
issue.

Due to student demands the previous spring,
the students were

determined to implement a co-ed housing plan despite
university regulations to the contrary.

Knowing little of the background of this issue,

the new co-coordinators conferred with all parties
concerned and pro-

ceeded to try to clarify and resolve the predicament.

Apparently the

higher administration had attempted to resolve the issue by declaring
two of the four dormitories at Pine Grove split houses, with section
A

housing men and section B housing women.

This circumvented the univer-

sity prohibition on cohabitation by, in effect, making four houses out
of two buildings.

Unfortunately for the administration and the co-coordinators, this
solution was not acceptable to the students and they continued their efforts to put their original plan (alternate corridors and floors) into
effect.

By creating split dormitories, the students felt their plans

to improve dorm security (which was not adequately provided for by the

university)

,

lower noise levels and increase the sense of community

within the dorms would be thwarted.

The new co-coordinators saw no one

answer for this dilemma, and in order to avoid pointless confrontation,

decided not to take any direct action, but to keep communications chan-
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nels open to all concerned and
work toward a mutual solution.
ed problem remained unresolved

The co-

all year, not only at Pine
Grove, but in

all the other residence areas
as well.

Only when the Board of Trustees

finally granted decision making
power over the dormitories to the
ViceChancellor for Student Affairs, late
in the spring, did the tension
from this issue dissolve.
At the end of the first week, Doug
and Lisa initiated a counselor

training program for the forty-eight
counselors in the area (twelve per
dorm) and an orientation program for
incoming freshmen.

Little planning

for the fall had been done at Pine Grove,
despite the return from the

previous year of all four heads of residence, and
thus this task fell
to the new co-coordinators.

The intent of the counselor training ses-

sions was not only to discuss the counselor's role in
the dormitory, but

also to acquaint them with their new area coordinators and
begin to build
rapport, since it would be important for them to work closely
together

throughout the year

.

These sessions provided an atmosphere of vitality

and excitement in the area, and it seemed that the Pine Grove "team" had

made a good start.

The following is an excerpt from an interview with

the new area co-coordinators published in the Rabbit (student newspaper
at Pine Grove) the first week of school:

NEW AREA CO-DIRECTORS- -The two vacancies .. .have
been filled by Lisa Ames and Doug Hayes. Both
in the doctoral program at the School of Education...
Imaginative and enthusiastic about the Grove, both
are extremely well qualified for the task they've
assumed. .Having worked successfully together on
many projects in the School of Education, Lisa and
Doug plan to make their office a co-directorship,
finding team work more rewarding and effective than
the usual hierarchial arrangement .. .To Lisa and Doug,
a warm welcome and every best wish for success.
.
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On Sunday of that first week Doug
and Lisa attended a "getting to

know you" party given by the Assistant
to the Dean of Students.

function was attended by all the Student
Affairs staff.

This

As the evening

progressed, Lisa and Doug became increasingly
uncomfortable with the

behavior of their fellow administrators and
finally left with a vivid
first impression of the Student Affairs
staff.

Because of the evening's

events, they were concerned about the working
relationships they would

develop with Frost staff in the coming weeks.

During the early confusion on the job, the two area
co-coordinators
had not bothered to follow up on their proposed "co-coordinator"
job
description, assuming things were moving along as planned.

On the

second Monday of September they received their contracts and learned
that the central administration had not accepted the team concept agreed

upon at the Pine Grove interviews and had hired Lisa as Area Coordinator
and Doug as her assistant.

As they began to trace the confusion involved

in this error, their path led them up through the Student Affairs hier-

archy, with no satisfaction, until finally in frustration they went to

see the Vice-Chancellor.

After all the facts regarding the matter were

explained, the Vice-Chancellor for Student Affairs agreed to help rectify
the situation.

This quote from Doug's personal journal describes the

team's meeting with the Vice-Chancellor:
Lisa and I met with
and helped each other
put across the point about personnel, salaries,
etc.
There were a couple of times during the
meeting when we were getting off the point and
Lisa
the other one picked it up and refocused.
is good at relating specific facts, to clarify,
while I am comfortable at initiating conversation
and setting the mood. We are developing a good
balance system between us to keep things moving
forward.
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As a result of this meeting, the
Vice-Chancellor wrote a letter to
the Board of Trustees and began a
three month chain of events which

finally gave official

organizational acknowledgement (paychecks
and

paperwork) of the co-coordinatorship

.

Two byproducts of this incident

were the establishment of a trust
base for their relationship with the

Vice-Chancellor and the development of an
uncomfortable, untrusting
relationship with the intermediate staff at
Frost.
Doug and Lisa became involved with the academic
program at Pine
Grove, when Dr. Lippert (Master of the College)
approached the team and

asked them if they would be interested in teaching
a Pine Grove course

called "The Residential College in Higher Education."

The original in-

structor had dropped out of the program at the last minute and
the cocoordinators agreed to take his place.

They looked forward to having an

opportunity to become involved with Pine Grove students in another capacity than their student affairs position.

The course itself was designed

as an experiment for the team to develop their "teaching and learning"

philosophy of shared responsibility between student and teacher.
following is a statement of the philosophy presented to the class:
We live in a changing world and it is essential
that we are able to function effectively in this
environment. We see Pine Grove 395 as a laboratory where we can explore alternative means of
problem solving in relation to Pine Grove, and
this knowledge hopefully can be transferred to
our "real life" situations both during and after
our college careers.

Problem solving is a science. We are all faced
with different tasks throughout our lives, and it
is our belief that there are means which we can
all learn that allow us to make task completion
easier. There are many different aspects of task

The
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completion, and in Pino Grove 395, we are attempting to isolate and discuss, as well as experience,
many of these different aspects.
It is also recognized, contrary to popular
thought,
that there usually is more than one way to solve a
problem, and to learn how to look for alternative
solutions is an essential problem solving skill.

We have proposed class ’’projects” as a means of
learning problem-solving skills. The project idea
brings one in contact with some of the different
feelings involved with task orientation (such as
frustration, isolation, support) that allows us to
understand this topic more clearly.

TECHNIQUES
Creative Problem Solving
brain storming
synectics
Communication Skills
listening and sharing exercises
Clarification Exercises
operationalization of fuzzy concepts
goal clarification exercises
This philosophy was to prove both an interesting and frustrating

learning experience for the instructors as well as for the students.

Also during the early weeks on the job, there were several other

significant events which affected the co - coordinators

.

Among these was

the initiation of weekly team building sessions with Karen Brahms, the

area group worker.

Karen served as a group dynamics facilitator for the

two and helped them to sort out much of the turmoil that surrounded the

area co-coordinator position.

She assisted in helping Doug and Lisa

share openly their feelings about each other, as well as feelings on

such issues as male/female roles, job expectations, etc.
one of these sessions in his personal journal as follows:
Lisa, Karen and I had a good session yesterday.
We focused in on our jobs. My laziness in cer-

Doug described
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tain situations was evident and
I admitted it
Lisa s manner of presenting her
side is powerful
entering.
I sensed that she
^
She said she
needed to feel support and that I
should try to
get involved more... Over the past
week we've had
to cover for each other as some
days one of us
IS more on than the other
.. .Male/female compli^
ment at ion.

Another factor which served to strengthen
the team was the development of good relationships with the
immediate staff of the Pine Grove
Student Affairs office.

The co-coordinators' secretary, Carol
Useful,

had been at Pine Grove for three years
and knew the workings of the uni-

versity well.

Her support of the team and her general
competence on the

job proved to be invaluable during the initial
weeks and throughout the
year.

Doug states in his journal, "Our office has been
a fun place to

be, with so far no deterioration of productivity.

and really serves as a nucleus."

Carol is well skilled

Also Paul Kelly, the area business

manager, was a valuable member of the staff in handling all the

routine business work of the office.
to work on other projects.

This freed the co-coordinators

Carol, Paul and Karen all worked out of

the area Co-coordinators' office and spent a great deal of time together.

The heads of residence staff had varied personalities and attitudes
towards the co-coordinators and their attempts to develop a collaborative approach to running Pine Grove.

Barb Smith of "A" House was in

favor of the team philosophy and enthusiastically supported most of the

activities.

John and Mary Blake of "B" House also participated in the

early events, but seemed wary of trusting administrators.

Tom French of

"D" House was involved in many activities outside the area, but when he
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was able to be around, he
was very helpful to the
new co-coordinators.
Earl and Betty Fam of "C"
House seemed distant and it was
difficult

to

understand them.

Doug made some early comments
in his journal that

showed his perspective on the
staff:
have been great.

"Frenchy, John and Mary and Barb

Betty is still in her world and
we're trying to get

her to be more open.

"C" House was noticeably absent
at the counselor

meeting."
The early staff meetings in the area
were pleasant.

Refreshments

were provided by the host head of
residence and there was an open flow

of conversation.

The co-coordinators supported this sharing
atmosphere

and were constantly looking for ways to
enhance communications.

They

openly expressed their feelings concerning
information received from
Frost administration and were receptive to
comments from staff members.
In summary, the initial phase of the year
was one of a high degree

of activity, and high morale for the Pine Grove staff.

The co-coordinators

were pleased with the first month's progress and were
gradually learning
about their new environment.

They were optimistic, but cautious in their

outlook, as can be seen from Doug's notes:
It appears that Lisa and I have the beginnings of
something interesting. We are receiving feedback
on our efforts, and it!s mostly positive. We just
sent a letter to the community (via the Rabbit)
expressing our concerns.
I'm concerned, tho, that
our feedback is too slanted and that our perceptions aren't truly indicative of the mood.
I'm
really concerned about the number of apathetic persons at the Grove.
We've begun a system of support
groups for counselors; hopefully this will emerge
as important.
Time will tell... can see how difficult it will be to sustain our momentum.
I'll
have to slow down and enjoy more to be effective.
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Phase II

-

New Problems

-

October

1

to November 10. lQ 7 n

as the
school year moved along the
co-coordinators were faced with new dilemmas.
Among the most critical at Pine Grove,
as well as throughout the univer-

sity, was that of security.

The university security force was substan-

tially undermanned in relation to the
needs of the university.

The

dormitories never had adequate coverage to
protect students and their

possessions (only one guard per five buildings;
320 students per building)

.

This predicament led the students to try to
provide their own

security through co-ed living arrangements and a
student volunteer security patrol.

On top of the inadequate staffing, the university had

problems obtaining a competent person for the vacant position
of Director of Security (Lisa sat on a search committee for seven months
with

no success in filling the vacancy)

.

Administratively, the co-coordinators

saw little that could be done other than to rely on student resources,
and they used their energy to help organize this force.

Another crisis appearing on the horizon was concerned with the intention of the campus radio station, WMUS, with the support of the central administration, to place an FM radio transmitter in "C" House with
a fifty foot tower on the roof of the building.

The co-coordinators

were caught between incensed students who were concerned with safety
(high voltage, falling tower) and administrators whose concern was for

rational expediance, with little concern for the feelings of the residents.

It became clear that the real issue was that of students'

rights to control their living environment (the dorm was their home for

nine months of the year).

Once again, the co-coordinators saw no im-

40

mediate solution, as both sides were
immobile in their stands.

Remem-

bering Kent State, they applied
their strategy of facilitation at
meetings, keeping communication
channels open to avoid unnecessary
confrontation. Their proposed solution
was

to install the tower and trans-

mitter over the summer vacation when no
students were in residence and
the tower could be adequately checked
for safety.

(This had been

scheduled for the previous summer, but had
not been acted upon.)

Through

out the event, the co-coordinators were
pressured by the Frost admini-

strators to "do" something, to try to make
the students more reasonable,
and by a faction of Pine Grove students who
challenged the "nice guy"

attitude of the co-coordinators to take a declarative
position.

The

student newspaper at the Grove, The Rage (another student
newspaper at
Pine Grove) continued to fire the flames of the student
protestors with
its controversial journalism.

The following is excerpted from a weekly

satirical column called the "Adventures of P.G." (an imaginary student
at Pine Grove)

"Look, I'm a floor counselor.
I know.
If one of
my kids had a problem, I sure as hell wouldn't
send them to the Discoordinators."
P.G. saunters on and enters the office.
Carolyn
Useful, the secretary, looks up smiling from a
round face.

"Hello.

What can

I

do for you?"

"The Red Baron (Howard Lippert) sent me to see the
Discoordinators to be counseled..."
"Go ahead in."

P.G. enters and sees a tiny woman
seated behind a big desk and a tall, dirty blonde
(Lisa
man who looks like Tom Smothers, on a sofa.
and Doug)
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"Sit down and join our
community,” says Beach (Doug).
P.G. takes a seat and
begins, "I have a problem...”
s very good because
we're the problem solvers
of the Grove. We take care
of the crises. We adjust to human beings and are
sensitive to their needs
We work with people not
”’
desensitized animals. We

^he

room

here you two are.
I want a word with
you.
What's
the meaning of letting the
WNUISANCE (WMUS) tower
affair get out of hand? Are you
bumbling idiots?
You ye let a simple thing become
blown out of proportion. Now the upper echelons will
have to correct your blunders and take over...”
It was frustrating to observe
the inability of each side to listen

and the co-coordinators felt impotent
in trying to improve the situation.

An attempt was made to bring all parties
together, but this only served
to escalate the feelings.

The student senate-hired lawyer, after at-

tempting to mediate between WMUS and ”C” House
Council was quoted as
saying, "This case is like a divorce where the parties
will never come
to an agreement.”

Before this issue subsided, the student senate, the

entire top administration at Frost and the Board of Trustees had
become
involved.

A major side effect of the WMUS affair was the deterioration of

staff relations between the co-coordinators and the heads of residence.
Earl

and Betty

Fam

of ”C” House, who had sided with the students and

who were largely responsible for the dorm's uncompromising position,

were also using the issue as a means of finding where the co-coordinators
"stood” politically, with the students or with the administration.
This provocation proved to be indicative of their style of operation
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throughout the year and reflected
the manner in which their
dormitory
was managed, as there seemed
to be a continuous undercurrent
of mistrust
and fear among counselors and
students. The pressure from
this matter
became increasingly intense as
other heads of residence were
urged into
taking sides.
It was disappointing,
to say the least, to the co-

coordinators to watch the disintegration
of staff relationships that up
to that point had seemed to be
building.
It was now becoming clear to the
team that their style of operation

(humanistic and collaborative) was not
working as well as they would

have liked.

Their staff was obviously not used to working
together and

they were uncomfortable with this approach.

It nevertheless still

seemed to be the only style that made sense
(i.e., congruent with the

personalities of Doug and Lisa)

.

They were not about to get into the

political games of mistrust being played within the
central staff, and

now increasingly, their own staff, and continued to try
and be open
despite the resistance.
In the middle of October Doug and Lisa published an article in
the

Rabbit that was intended to communicate to Pine Grove residents what the
Student Affairs Office could do for students (i.e., counseling, group
facilitation, organizing, etc.).

This was done in response to a student

survey which had been done that indicated that students were unaware of
the services available to them (Appendix A).

The co-coordinators' arti-

cle was favorably received and they felt that they had made a significant

contact with students in the area.
Because of the feedback from the article, the team decided it was
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time to renew efforts at counselor
training.

They felt that by impro-

ving their communications with
the counselors, they had a
better chance
of reaching the 1300 students
in the area. An assessment
of the counselors' training needs was taken
early In the semester via a
questionnaire and open discussions, and the
training program was to reflect
this input.

Unfortunately, after two sessions the
participation level

dropped off and finally only six
counselors from only two dorms were
present.

The problem was that the counselors
saw their jobs as more

concerned with administrative duties than
with counseling skills which
the counselor training emphasized.

The group finally decided to dis-

band and continue on a one to one basis with
the co-coordinators.
The reactions to the WMUS affair and the lack
of interest shown in
the counselor training program made Doug and Lisa
feel they were losing
ground.

They realized that the heads of residence were beginning
to

retrench to the seclusion of their respective houses, and this
was destroying any team building that might have been begun.

Another example

of this retrenchment trend was the demise of the "Community Council"

concept which the area co-coordinators had worked hard to organize and
develop.

The community council was a governing body, responsible for

Pine Grove area-wide community

decision making.

The Council had not

been able to sustain enough support to withstand the frustrations of
dealing with individual house loyalties and inter-house competitiveness.

With the abandonment of the Community Council, the co-coordinators
formed a Community Steering Committee with Dr. Lippert and the Student

Government President to determine alternative strategies for organizing
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Pine Grove.

The meetings of this Committee
were viewed by a faction of

students with mistrust, and as a
result, it further isolated the
four
houses from the co-coordinators
as well as from each other.
The following excerpt from the Raje helps
to illustrate the atmosphere
created

by the formation of this new committee:
SELF APPOINTED GROUP TO MAKE PINE
GROVE DECISIONS
With the short-lived community council
being temporarily swept under the rug--out of
sight, the
Grove's king-pins, namely Lisa Ames, Doug
Hayes
Howard Lippert and Skip LaRow (student
government
president), having been frustrated by the
lack of
community interest in the community council,
are
now assuming the responsibility of meeting
privately
on a weekly basis to discuss each other's
respective
inadequacies. How successful this group will be
rests heavily on the ability of the members
to resolve the community conflict once and for all.
But subsequently, where will this group focus
its
attention?
...With the current reactions of frustration, defeatism, paranoia and duplicity, it will
be difficult for such a group to designate a purpose for itself, let alone fulfill one. Nevertheless, it will be interesting to observe...
Phase III
15,

1970

.

-

Attempting to re-organize

-

November 10 to December

Upon the realization that past "community" efforts at Pine

Grove had failed, the co-coordinators began to seek different approaches
to try and regain momentum.

They went to the Community Development and

Human Relations office of the university to seek advice.

Paul Dimond,

staff member of C.D.H.R., offered the use of several techniques, as well
as personnel,

to help remedy the situation.

Kelly Rea, the director of

C.D.H.R., agreed to come to Pine Grove and speak at the class being

taught by Lisa and Doug.

Since many of the area's "student leaders"

were enrolled in the class, Rea's focus for the eveningwas "community

building" in the area.

One of the conclusions reached at the end of
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that session was that maybe
the co-coordinators and
class members had

unrealistic expectations regarding
this issue, and that most
students
at Pine Grove didn*t have the
need for an area-wide sense of
con^unity.
With this insight, class members
began focusing on different
approaches
to developing projects in the
area which would be meaningful to
them

individually, and they weren't as
concerned with the larger area
picture.
These conclusions were helpful as far
as the students in the class
were
concerned, but didn't help resolve the
communications problems among
the staff members.

Finally Doug and Lisa came up with the
idea for a

week-end retreat to help sort out issues and
goals.

They took the idea

to Tom French of "D" House, who saw the
potential of a retreat, and

said he would initiate the idea at the next
staff meeting.

The initial

reactions as expected were mixed, but through extensive
discussion
covering two weeks of meetings, the retreat was finally
agreed upon.

Only the Farns refused to commit themselves until they
unexpectedly

showed up at the retreat site on the stated week-end.

The co-

coordinators' feelings before the retreat were mixed.

They tried to

be "realistic" about their expectations in terms of what might be ac-

complished with staff relations, and yet they felt that with the help of
an outside facilitator (Morris Abrahams, whom everyone had agreed upon)

and the opportunity of having the staff together for three days, they

might be able to regain some cohesiveness.

Staff members present in-

cluded Doug Hayes, Lisa Ames, Karen Brahms, Paul Kelly, Earl and Betty
Farn, John and Mary Blake, Tom French, Barb Smith and Howard Lippert.

Howard and Paul's wives were also present for parts of the weekend.
Carol Useful was not able to attent.
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The atn,osphere at the start
of the retreat was tense, as
the prospect of spending a week-end
together was quite threatening
for many.
This was understandable, as most
of the staff had remained
aloof from
each other despite living in the
same dormitory area. Most
of the participants, despite the efforts of
Morris Abrahams, stayed within
the
"safe" confines of their organizational
roles (i.e., head of residence,

business manager, etc.) instead of
expressing their own personal
feelings and views.

The tension eventually reached
a point where Barb

Smith finally spoke of her feelings of
frustration concerning her relationships with other staff members.

John and Mary Blake, Lisa, Doug,

Paul and Karen also eventually shared their
feelings, leaving only the

Farns and Howard standing their distance.

This picture represented a

microcosm of the way Lisa and Doug viewed the Pine
Grove staff, and
seemed to reflect the manner in which each individual
did his or her
job.

Following are some observations that Doug wrote in November

following the retreat:
Earl and Betty run their dorm in an autocratic
manner, that allows for little honesty and
openness in staff and students.

John and Mary are attempting to build community
in "B" House, but are untrusting of outsiders,
especially "administrators."
Barb's approach to managing "A" House is based
on community building and sharing, heavily influenced by her strong personality.

French runs "D" House with a philosophy of encouraging counselors and house officers to take
as much responsibility as possible for the operation of the dorm.

Although all four styles are different, the
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B lakes.

Smiths and French shared a
more humanistic
orientation than the Farn's
insensitive administrative approach.

Howard, as Master of the College,
had a great effect on the
staff.
Due to his cautious style of
management and his "intellectual"
aloof
personality, it was difficult for
staff and residents to trust him.

Although the co-coordinators themselves
established good rapport with
him, it was easy to see the difficulty
others had in dealing with him.

The retreat ended with Howard and the
Farns maintaining their aloof

positions.

The co-coordinators were irritated at
this "blocking," but

didn't know how to deal with it.

Much of the hope for bringing the staff

together went unrealized (despite minor gains),
and the co-coordinators
were resigned to the fact that there was little
hope for change, 'on the
other hand, the retreat provided an opportunity for
the "administrators"
to get some valuable feedback as to their own job
behavior.

sult,

As a re-

it became clear that their goals and intentions were
not clear to

the heads of residence staff and that their productivity in terms
of

obtaining "things" for the area (i.e., resources, money, materials, etc.)
was not up to the heads of residence expectations.

The Farns and Blakes

also expressed their disfavor with the co-coordinators' "collaborative"

decision making style and expressed a desire for more "direction."

On

the other hand, the pair was seen as skilled counselors and "sensitive"

human beings to whom the staff would refer certain problems to.

In con-

clusion, the style of management that the co-coordinators had adopted
was not a popular one, to say the least.

It became clear that the heads

of residence had different expectations for the co- coordinators

than those of Doug and Lisa.

'

position
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P hase IV - A change
In s ty le

J ^uary 30,

(high task)

-

December

15,

1970 fn

197I_.

Since the open collaborative
philosophy wasn't as effective as they had hoped, Doug
and Lisa decided to change
and adopt a
more direct business-like
approach in accomplishing their
Job.
It was
still important to them to
maintain their humanistic approach,
but not
in all situations.
Some examples of new tasks
taken on during this per
lod included the selection of a
new head of residence at "D"
House (as

Tom French was leaving at the semester
break), implementation of a new
security measure proposed by a university

police officer, summer dormi-

tory usage proposals, budget submission
and filling of Karen's position

of group worker, since she, too, was
leaving the area at semester's end.
All these tasks were handled in a more
efficient administrative approach
than similar tasks previously (less
collaborative with others).

The selection of a replacement for French
for the second semester
took on the look of a circus with the
co-coordinators as ringmasters.
This became an issue of student power versus
administrative power in
terms of who was to make the final selection.

The co-coordinators de-

signed a process whereby they screened the applicants first and
then fed
the candidates to the "D" House student selection committee.
a.dminis trat ors

,

Like "good”

the team decided on their candidate and began politicking

among the "D" House counselors to push that choice (throughout the proceedings a group of students and staff [Farns] were accusing the co-

coordinators of manipulation)

.

As the process came down to a final

selection, Del Jones (the co-coordinators' man) was selected.

This was

fine, except Del turned down the job at the last minute and there was an
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limediate uproar from another
group of students in "D" House
that the administration "blew it." In this
instance the co-coordinators
decided that
taking control had not proved
any more effective than handling
the situation in a collaborative manner,
and only produced more hostility.
The
position was finally filled by two
students, Dave Hill, ex-"D" House
president and Joe Frank, ex-"D" House
manager. This team was the second
choice of the committee and had
strong student backing. Since Dave
and

Joe knew they weren't Doug and Lisa's
first choice for the position, they
operated from a defensive and hostile
position with their attitude being
sustained through the influence of the
Farns

.

They became entrenched in

"D" House almost from the first day of
their employment and were difficult
to work with from then on.

Since the co-coordinators had not been able to
replace French with

someone of similar values to their own, it became
even more crucial to
replace Karen with a sympathetic individual.

As the interviews proceeded,

it was evident that the selection committee, made
up mostly of Heads of

Residence, was not aware of the type of person that the group
worker

position called for.

Since screening was done first by C.D.H.R. to meet

their standards (they financed the position), the Pine Grove committee
was annoyed, as they couldn't control the type of applicants.

A move to

change the definition of the group worker's job to staff the position

with a particular Pine Grove student, failed and the committee had to
make a choice from the applicants provided by C.D.H.R.

When the se-

lection process reached completion, there were two candidates that the com-

mittee agreed upon.

Both candidates refused the position, however,
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based on what they both perceived
as an extremely hostile
working environment. The following is an
excerpt from a letter written by
one of
the candidates to the selection
committee stating the reasons for
refusing the position.
...I talked with Lisa Ames and I
began to get a
picture of a staff that worked together
only when
rt seemed unavoidable.
Lisa and Doug seemed to work
hard at working together. They had
used Karen to
help them lubricate their co-functioning.
The
rest of the staff, however, were not
described to me
with much optimism in regards to their
desire to
work hard together. My final interview
the next
day confirmed this for me.

Wednesday when I went into the interview, I
was impressed with the people who were not present.
Several of the heads of residence were absent.
No ordinary students were there.
From those who were
there 1 got several discouraging impressions:
(1)
they resented Karen's work because they could not
visibly see any of it; (2) they did not really
seem to want a group worker. They told me about
some of the problems in the dorms and asked me what
I would do about them;
(3) they were not willing
to look much at themselves as a functioning staff,
and they were not wanting my help in improving
their work together; (4) they seemed to have cautious, if not hostile, feelings about T-groups
and facilitators; (5) they seemed apathetic about
change, it was easier to bitch about things than
to work on them (or to work on themselves)
In
summary, for me, I saw myself walking into a job
where I would have to constantly be pressured to
prove myself and my worth.
1 would be trying to
persuade people to change and to use me in their
changing. The demands were too many and too vague.
The odds against my accomplishing anything satisfying to me and some other people were heavy. The
mileau seemed stifling with ambiguity, hostility,
unrealistic expectations, frustration and hopelessness.
.

Finally, as a result of the selection process, the co-coordinators recom-

mended to C.D.H.R. that the position remain open at that time and that
they attempt to use another C.D.H.R. resource instead of a group worker.
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Another activity that was taking
considerable energy was the conclusion of the Pine Grove 395 Course,
"The Residential College."
Lisa
and Doug were frustrated at not
being able to get some members
of the
class to accept shared responsibility
for the class. The final
course
requirement was for each student to
undertake a project of his or her
own design that they felt would
contribute to the building of '’community"
at Pine Grove.

As the completed projects were
submitted, the instruc-

tors realized that there were a number
of students still confused about
the assignment.

The last day of class was spent in a
discussion of the

instructors' philosophy for the course.

Many of the students (approxi-

mately ten juniors and seniors out of a total
of seventeen) were ardently
opposed to the concept of shared educational
responsibility, and felt
that the instructor should teach them the course
material.

Seven other

students (mostly sophomores and freshmen) were almost as strong
in their
support for the concept, which was evidenced by their enthusiasm for

their projects and class experience.

The instructors themselves were

relieved to have the class end, as it had proved to be an energy draining
experience.

It is interesting to note that several of the dissident stu-

dents in the class were Pine Grove leaders who were actively involved
in other events described (many of them were from "C" House)

Phase V

-

Seeking a new perspective

-

February

1

to March 15, 1971

.

As a result of the team's increased business-like manner, and their in-

creased uncomfortability in the area, they became more involved with the
central administration.

They also initiated a series of meetings with

other area coordinators with the intent of exploring common problems
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and seeking psychological
support which they weren't receiving
from the
Pine Grove heads of residence or
their immediate superiors. These

proved worthwhile as the other area
coordinators shared many of their
frustrations (Appendix B)
From these meetings the area
coordinators
.

devised a strategy to initiate a
conference to include the entire Student Affairs staff (Vice-Chancellor
down to the Area Coordinators), who
had not met together since the party
during the first week of school.
The goals were to clarify issues and
hopefully get some organizatonal

momentum through collaboration.

Again, the co-coordinators in conjunc-

tion with the area coordinator of Blue Area, were
attempting to instill

collaborative values into a competitive system.

The meeting was finally

held, but only after some power tactics on the part
of the area coordinators.

Since the central administration viewed the initial invitation

as insignificant, they were prepared to ignore it completely.

It was

only after a document signed by all area coordinators was sent to the
top administration (Vice-Chancellor) that the group finally met.

Fol-

lowing are excerpts from a statement prepared for that meeting by the

area coordinators:

Although the entire student affairs staff has been
under a great deal of stress since September, the
events of the past few weeks have clearly indicated
the need for some united action on the part of the
area coordinators. As the staff most directly in
touch with students, we feel that it is imperative
that our position be articulated and discussion begun to implement positive change.
In view of our present student attitudes towards
the student affairs staff, we must act to restore
confidence and trust both within our own group and
with the students .. .As an integral part of the student affairs staff, we reiterate the gravity of the

present situation and express our united concern
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that we be kept informed
and involved in all
matters relating to student
affairs.

The meeting produced three
basic realizations:

(1)

that nobody in

the organization had a clear
picture of most of the issues
discussed,
(2) that indeed the student affairs
staff had no real decision making
power (since key student affairs
decisions were made in Boston by the
Board of Trustees) and
(3) because of the first two mentioned,
the area
coordinators no longer felt less powerful
than the central administration.

(These conclusions were not realized by
the area coordinators at

the time of the meeting, as the
atmosphere of the meeting was full of

tension and mistrust.)
Since Doug and Lisa were interested in developing
their organizational skills and ’’change” perspectives, they
signed up for two courses
’’Organizational Behavior,” and ’’Theories of Change,”
for the spring

semester, 1971.

These courses provided valuable insights into under-

standing the dynamics of the student affairs organization
and helped the
team get a new perspective on what was happening at Pine Grove.

They

were able to see more clearly much of the absurdity of their environment, and this helped them to continue functioning, despite their hos-

tile surroundings.

They started seeing Pine Grove more as a laboratory,

and they became more distant and less emotionally involved with their

situation.

In April they decided to submit their resignations at the

end of the year and continue their doctoral studies on a full time basis
in the fall.

This decision, along with the support of the other area

coordinators and their class involvement, led to behavior changes in
dealing with the Pine Grove staff.

The staff was aware of some changes.
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but was not sure what was
causing them.

uncertainty prevailed.

Paranoia seemed to run high
as

The meetings in the area had
altered to the point

that the co-coordinators had ceased
attempting to collaborate in their
former manner and had adopted a
straight business format. The
Heads of

Residence were getting the style that they
requested but appeared no more
pleased with it than they had been with
the collaborative style.
In summary, the co-coordinators had
adopted an administrative style

of business-like managerial behavior and
closed one way communication.

They were also expending much energy outside
the area.

The humanistic

approach that they began the year with had virtually
disappeared in

their dealings with the heads of residence as a group,
although they
continued in this mode with Carol, Paul, Howard and Barb
(individually)
as well as with students whenever possible.

Phase VI
197_1_.

-

Phasing out (the finishing touches)

-

March 15 to May 50

.

With the formal submission of their resignations, instead of a

peaceful "lame duck" existance, Doug and Lisa were hit with two new
events which eventually confirmed their decision to resign.

The first

of these occurred when some freshmen in "D" House were detected by the
town police operating a bar (serving liquor illegally) on the seventh

floor of "D" House.

Upon this discovery, the police made an agreement

with the acting director of security not to take action, if the university agreed to handle the case internally through the court system.

The

co-coordinators were then directed by the Dean of Students to serve as

prosecutors for the case, although they had been completely unin ormed
of the events.

In an attempt to learn the facts, the team went to the

students to hear their side and were given the information they requested.
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including a list of the names of the
students involved.

It was ap-

parent that the students were scared and
unsure of what was going to

happen to them.

The team then tried to contact the
Director of Security

and to their bewilderment were rebuffed in
their efforts.

He was un-

available for comment and remained so throughout
the entire episode.
Meanwhile, the student affairs judicial coordinator
was proceeding with

arrangements for the trial with incomplete information.

Further at-

tempts by the area coordinators to gain information
from the student

affairs office were thwarted and met with hostility.

When Doug con-

fronted Jim Baird with the request for more information, the following

conversation ensued:
Doug:
Jim:
Doug:
Jim:

Tell me what's going on.
Just give me the names of the involved students.
We need to know more before we can do that.
Just give me the names. That's your job.
Don't ask questions.

At which point, Doug left the room.

The confusion and hostility of the affair snowballed and by the
time the trial rolled around there was no clue as to what the outcome

would be.

Ironically, Doug and Jim Baird served as the prosecuting team

for the case (an example of how little consideration is given to feelings
in a traditional organization).

The following statement was written by

Doug the day after the trial and is a reflection of his feelings and

perspectives of the affair:
The Trial

:

I

didn't trust the trial...

I haven't seen anything in this system that you
can "trust"--the people are trustworthy, but not
in their organizational roles.

trial began to take shape, I
found myself
plodding aimlessly, looking for
cues and clues as
to the nature of this ’’operation."
I looked for
people who had answers, who could
advise me as to
what this situation was all about.
I sought information and support from my "fellow"
administrators--there was none.
^
constant contact with
the D House Seven (as they became
known) trying
to convey the message that I
"didn't know what was
going to happen, but that hopefully
they could
trust me to make sure they got a fair
shake." As
things developed after much deliberation,
I signed
the complaint against them because I
felt I could
influence the process by being directly
involved.

As the trial drew nearer, rumors were
growing and
we stopped direct communication with
the Seven but
continued to work through their "lawyer," Bob
Tobias.
I was starting to get scared.
It seemed
to take time for people to take positions
(defendant, prosecutor, etc.).

Meanwhile I was getting no support from Frost and
it became increasingly clear that I was to get
none before the trial.
I sought out Jim Baird, since
he was to prosecute the case, to find out what his
strategy would be for the case. He didn’t know-which was less than encouraging, so increasingly
the smell of "foul" got stronger.
(I had no idea
what to expect right up to the trial.) The only
feedback I received was from Bob Tobias (whom I
trusted) who came by the office a number of times
to talk about the case.
He served as an indicator
for the climate of the situation by saying, "Don't
take what happens at the trial personally," because he was basing his case on administrative negligence, which meant we (Lisa and myself) were
going to be raked across the coals.
The climate on the night of the trial in the Campus
Center was high strung and emotional
As we
walked off the elevator on the eighth floor we were
greeted with the presence of about 70-80 emotionally
involved students. We heard a few boos from the
group and realized we were walking into a
I immediately withdrew from the scene by going to
the snack bar for coffee in an effort to be alone
Beand to figure out what the hell was going on.
.

.

.
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I returned 15
minutes
ITtll
paranoia of everyone involvedI «ailv
eally had an anything-can-happen
attitude.

Note:

On the outside, even to me
(Lisa), Doug
"»^ch in control, though
I°kn!w
knew he was really scared. .The
trial went on fir
^®atles and everyone s mother was dragged through
the mud.
It
seemed that every administrator
was censured for
his administrative behavior,
myself included...
.

The Scapegoat:
It became clear that a decision
regarding this mess had to come forth.
It was obvious that the kids were guilty
of operating an illegal bar and they were sentenced
to probation and
censure.
(Not till 24 hours later was a
decision
finally handed down by the court.)
It was also felt
by the court that the administration
should be censured in some way for their questionable
behavior
regarding their apparent hypocritical
attitude toward
alcoholic activity" on campus. The court
(made up
of students) took my testimony and
perceived it as
administrative deviousness, i.e., slipperiness,
evasiveness, etc.
In the final conclusions of the
trial, I was condemned by the court along
with the
defendants

Aftermath
Our (Lisa and I) feeling now is that
since the kids were proclaimed guilty and I was proclaimed devious that everything is now "OK" and the
system can resume its non-responsiveness (marshmellow) existance.
:

How do I feel? I feel abused. I also know that
the system which is typical of bureaucratic organizations is sick and inhumane, and that this whole
incident is absurd.
In hindsight, it was felt by the Pine Grove co-coordinators that

they had been "set up" by the Frost administration to deal with the issue.

Since the team's resignations had been submitted, it was easy to

place administrative blame on them, as they would be gone from the organization at year's end.

Eventually the case blew over and nothing

more was said apart from articles in the student newspapers during the
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following days.
Not wanting to leave Pine Grove student
affairs in chaos, the team

attempted to tie loose ends together before the
summer.
tasks were two personnel projects yet to be
completed.

Among their
The first was to

find a replacement for Barb who was leaving at
the end of the year, and
the second was to replace the co-coordinators
themselves.

Following

basically the selection procedures that had been used
at ”D" House, the
team began the "A” House selection process.

Due to a helpful committee

from the dormitory this task was made much easier.

Most of the responsi-

for the selection was given to the committee with a minimum of

input from the co-coordinators.

Their involvement was limited to

seeing that the candidates met university requirements and in providing

guidance and support to the chairman of the committee.

The selection was

successful as the students felt an integral part of the process and

selected an excellent replacement for Barb.

The co-coordinators were

also pleased, as the process was more consistent with their management

philosophy of collaboration.
It turned out the problem of replacing the co-coordinators was

never dealt with, as the central administration, in order to control the
position, in true bureaucratic fashion, waited until summer to appoint
a replacement, thus cutting off input from students and staff in the

area.

A final university-wide crisis hit
out.

a few weeks before school was

On the 13th of May, at 4:30 a.m,, the state police, in conjunction

with the town police, staged the largest drug raid in the state’s history
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by raiding the dormitories of the university.

Fourteen of the 56 stu-

dents arrested were from Pine Grove (three of
whom had been involved in
the bar incident)

.

They were hustled onto school busses and
taken

straight to court for arraignment.

sponsibility was to notify parents.
and offered their assistance.

The co-coordinators' official re-

They also contacted the students

Three weeks later the semester ended,

and one month later the co-coordinators' contracts expired.
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CHAPTER

IV

ANALYSIS

Introduction
The investigator analyzed the
case study using the framework
of
Kurt Lewin’s Force Field Analysis
(Appendix C)
Individual forces in,

fluencing the co-coordinators have
been determined by the investigator
and in some cases are seen as
having both driving and restraining
implications.

The analysis is broken down into
six phases, each phase

coinciding with a phase in the case study.
(1)

For each phase there is:

a Force Field Analysis Figure showing
the relationship of driving

and restraining forces in that phase,

(2)

an overview summarizing the

overall impact of the forces during that phase
and

(3)

descriptions of

the individual driving and restraining forces with
their implications
on the goals of the co-coordinators.

Argyris

These are discussed in terms of

(1969) Pattern A (rational and intellective behavior, con-

trolled feelings, etc., i.e., typical traditional organizational behavior) and Pattern B (openness of feelings, risk taking, trusting behavior)

.

The investigator uses different styles and vocabulary to dis-

tinguish between Pattern A and Pattern

B.

Phase

I

-

The First Few Weeks

Driving
Forces

Restraining
Forces
Point of
Equilibrium

Cl)

Immediate Staff

i

(1)
j

(2)

Heads of Residence

I

Frost
Administration

/(

—

> /

(3)

Master of the Residential
College

(2a)

Limited Budget

(2b)

Limited Decision
Making Power

(3)

Co-coordinators’
"newness" to job

—

\
^
*

(4)

Co-coordinators as "Team”
~

\

j

(5)

Vice-Chancellor

(6)

Dormitory Counselors

(7)

P.E.L. Group

Fig. 3.

u
{
)

'

y

V

Phase

I

Force Field Analysis
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Ph ase

I

-

The first few weeks

.

Phase

I

is characterized by
the

driving forces dominating the
restraining forces.

Doug and Lisa's

humanistic/coilaborative management style
set a positive tone at Pine
Grove and there was a great deal
of support for the new team.
(1)
Pattern B

DRIVING FORCES
Immediate Staff

Kelly and Useful were efficient in
their jobs, providing (2)
the needed
information to the co-coordinators
regarding administrative matters,
thus making their first few weeks
on the job easier.

Paul and Carol performed their tasks
in a relaxed manner, thus helping
create a comfortable atmosphere in
the Pine Grove Student Affairs office. They provided warm human support for Doug and Lisa and helped
make the office a place where students
felt welcome.

Heads of Residence
All the heads of residence managed
(3)
their dormitories efficiently,
doing the administrative tasks
necessary to function smoothly.
For the most part, they were interested in assisting students and
did so in their respective ways.
(4)

Barb and Tom were supportive of Lisa
and Doug and participated openly in
the collaborative approach. The cocoordinators established warm trusting relationships with both. The
other heads of residence remained
somewhat aloof from the team. They
took a distant "wait and see" attitude during the early weeks and made
it clear that they did not trust ad-

ministrators

.

Master of the College

Howard Lippert consulted with the
co-coordinators in matters that
concerned the combined budgets of
the Pine Grove Student Affairs
office and the Master’s office in
order to have the residential
college operate smoothly.

Doug and Lisa developed warm relationships with Howard and were able to
discuss matters at Pine Grove freely
with him. The relationship enabled
the three to share feelings of accomplishment as well as feelings of
frustration regarding Pine Grove.

Co-coordinators as Team

The co-coordinators’ team building
work with the area group worker

Doug and Lisa’s teambuilding sessions,
based on their "human needs," helped
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Pattern A

Pattern B

(Brahms) had many effects.
It allowed them to work smoothly
as a
team.
Their relationship enabled
(5)
them to deal with
the system in a

much stronger manner than if
doing
It alone.

Liicm

runction more openly and
freely
espite the ’’closed" environment
of
the universtiy. Their
mutual support
helped establish an atmosphere
of
trust and genuineness in the
Pine
Grove Student Affairs office.

The Vice-Chancellor of Student
Affairs
The Vice-Chancellor solved
the co
coordinators’ recognition dilemma
and thus freed them to (6)
pay attention to other problems at Pine
Cover.

The Vice-Chancellor interacted
with
Doug and Lisa in a warm receptive
manner that not only solved the prob
lem^ but also made them feel that
he
was concerned about their welfare.
This initial contact made the team
feel that they could trust the ViceChancellor in later involvements.

Counselors of Pine Grove
The counselor’s main function at
Pine Grove was administrative.
(7)
They replaced lost room keys and
shifted roommates in cases of incompatibility, thus helping the
university machine run smoothly.
The co-coordinators needed close
working relationships with them,
since they were a direct communication link with the 1300 students
in the area.

Many of the counselors were supportive of Doug and Lisa and were
pleased with teh collaborative style
of administration.
Because of the
rapport established in the first
week’s orientation, many counselors
developed warm, genuine relationships with Doug and Lisa.

P.E.L.

"Program in Educational Leadership" group members provided the
co-coordinators with an outside
perspective and additional resources for performing their responsibilities at Pine Grove.

P.E.L. group members’ support of Doug
and Lisa was constant reinforcement
for their continued attempts to build
a collaborative model.
One P.E.L.
member was a former area coordinator
and volunteered his insights. Another
member participated in a class that
Doug and Lisa taught and her feedback
was helpful.

.
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Pattern A

Pattern B

(1)

RESTRAINING FORCF.S
The Frost Administrators

The Frost administrators’ Pattern
A behavior at the party and later
during the co-coordinator recognition issue was the type of behavior that (2)
was intended to bring
the new administrators "in line,"
in order to make the organization
"run efficiently" with no questions asked.
Limited Budget

-

A limited budget (combined with
the Master's budget)(3)and limited
decision-making power for the
area (most decisions of significance were made in Frost) helped
keep the co-coordinators "in
line" and hindered their administrative movements immensely.

The Frost administrators'
Pattern A
behavior was the opposite of the
norms that Doug and Lisa were
operating under and served to alienate
them from Frost involvements except
when necessary (Figure 4)

Limited Decision Making Power
The restricted budget and decisionmaking power frustrated Doug and Lisa
as they were not able to support
their collaborative philosophy with
back-up funds, etc. Also, on issues
they wanted to handle collaboratively
with area residents, they were unable
to, as control was maintained by the
Frost administration.

Inexperience of Co-coordinators

The inexperience of the cocoordinators hindered their efforts, as they weren't effective
in the acquisition of resources
from the university and thus
didn’t meet the administrative
needs of the area.

Doug and Lisa’s inexperience on the
job affected them early and caused
much anxiety and uncertainty. They
were able to deal with these feelings
because of their developing open relationship. This sharing of feelings
enabled them to learn about their
environment much more quickly than
if they had been defensive about
their inexperience.

.
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LIFE CYCLE THEORY
FROST LEADERSHIP CHART

As Followers:

PINE GROVE Needed

PINE GROVE Received

Fig. 4.

^
y

Staff/Subordinate Relationships.
In Phase I, the cocoordinators needed more support and task direction than they received
from their superiors. Plotted on the Life Cycle Grid, a more appropriate
leadership style would have been quadrant (2) (high task/high relationship) , instead of quadrant (4) (low task/low relationship), which represents the leadership the co-coordinators received (Hersey/Blanchard,
1969a)
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Phase II

New Problems

-

Driving
Forces

Restraining
Forces
Point of
Equilibrium

(1)

(2)

(3)

Student Newspaper Article

Heads of
Residence

\

\

i

-

-

-

1

W.M.U.S.

(2)

Newspaper Articles from
Other Student Newspapers

(3)

Collapse of Community
Council

(4)

Disintegration of Formal Counselor Training

(5)

Heads of Residence

(6)

Community Steering
Committee

(7)

Security Issue

]
A

-

(4)

Co-coordinators
as "Team”

(5)

P.E.L. Group

'

V

V

'

Fig. 5.

(1)
-

/

2

Immediate Staff
-

(

Phase II Force Field Analysis
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Ph ase II

-

New proM.n,s

straining side in Phase

II

of the Community Council,

The balance of forces
shifted to the re-

.

due mostly to the KMUS
affair and the failure
it was during this phase
that the head of resi-

dence staff began asserting
themselves towards their own
personal goals,
thus challenging the collaborative
philosophy of the co-coordinators.
(1)

^

Pattern

B

DRIVING FORCES
’’Rabbit" Newspaper Article
(2)

This article was intended to inform students of the services
available to them through the area
co-coordinators' office.
(3)

Lisa and Doug enjoyed writing this
article and felt that they had made
some progress in bridging the communications gap between them and the
students by sharing their personal
perspectives of the job.

Heads of Residence

French and Smith continued to work
(4)
closely with the co-coordinators,
thus providing easy access to students in Houses "A" and "D".

-

2

The trust relationships developing
between the co-coordinators and these
two heads of residence helped them to
work together.

Immediate Staff

Kelly
dling
freed
other

and Useful's continued (5)
hanof routine office tasks
the co-coordinators for
projects.

The atmosphere in the office was relaxed and friendly. Carol and Paul
continued to provide genuine human
support for Lisa and Doug.

Lisa and Doug/Team

The team of Ames and Hayes was becoming more efficient in administrative tasks.

Lisa and Doug, through their team
building work with Karen, were de
veloping a strong bond based on
mutual support which helped them
work effectively.

P.E.L, Group

The P.E.L. group was utilized to
provide the co-coordinators with
an outside perspective on the
events occurring at Pine Grove.

The P.E.L. group continued support of
Doug and Lisa and encouraged them to
continue in their humanistic direction.
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Pattern A

Pattern

B

RESTRAINING FORCFS
(1)

WMUS Affair

The co-coordinators nonconfrontation strategy was met with
^^tticism from both subordinates
and superiors.
'

(2 )

The 'Rage” student newspaper
hindered any attempts at collaboration as an alternative for dealing
with problems such as WMUS by
their continued misrepresentation
of the facts.
(3)

The editorial policies of the
"Rage”
showed little concern for the
feelings
of the people they wrote about, resulting in a perpetuation of mistrust
in the area.

This also was a setback for Lisa and
Doug's efforts at community building.
They were frustrated and hurt because
they felt they had put a great deal
of themselves into the project.

Disintegration of Counselor Training

Lack of participation by the counselors weakened the area cocoordinators' communications
with the dormitories.

(5)

The diminished interest by the counselors in counselor training was a
disappointment to Lisa and Doug's
hopes of building a "humanistic”
community.

Heads of Residence

The Earns challenged the cocoordinators behavior concerning
the WMUS affair, and this began
to polarize the staff. The
Blake's withdrawal to "B” House
furthered the split.
'

'Rage”

Collapse of Community Council

The collapse of the community
council movement eliminated a
mechanism for administration of
the area.

(4)

Lisa and Doug were uncomfortable
because they began to realize
that
their humanistic collaborative
approach to their job was incongurent with the expectations
of the
people with whom they worked.

-

2

Earl and Betty's behavior provoked
mistrust and defensiveness in the
area.
This hurt the team's efforts
to build a trust base for collaboration. The withdrawal of John and
Mary Blake confused Lisa and Doug,
as they cut off communications with
the team.

.

69

Pattern A

Pattern
(6)

B

Community Steering Committee

The Master, the Co-coordinators
and the student government
president, concerned about area
governance, met privately to discuss
alternatives to the Community
Council. This antagonized individual house governments, as
they feared centralized power.
(

7)

The inability of the area cocoordinators to solve the security problem confirmed to both
staff and students of the area
the ineffectiveness of the
team's management style.

This committee was looked
upon with

mist^st by the house governments

and diminished any chance of
sharing
among the houses

Security
Lisa and Doug were frustrated by the
security problem in dealing with the
unresponsive bureaucracy to meet the
basic needs of the students. They
felt caught between the rigid administrators of Frost and hostile
students.
>

Phase III

-

Attempting to Reorganize

Driving
Forces

Restraining
Forces
Point of
Equilibrium

(1)

Contact with C.D.H.R.
(1)

Hostility of Pine
Grove Students in 395

(2)

Staff Resistance at
Retreat

(3)

Head of Residence
Withdrawal to ”B”
House after Retreat

(4)

Co-coordinators'
confusion after
Retreat

-rf

(2)

'

Staff Retreat

y
r

(3)

Behavior at Staff
Retreat

/

-rf
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y
1

(4)

Co-Coordinators as
'Team”

>

f

/

-rf

1

(5)

Feedback to
Co-coordinators

/

J

J
r

(5)

Upcoming Departure
From Pine Grove of
Group Worker and ”D”
House Head of
Residence

1

Fig. 6.

Phase III Force Field Analysis
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Pha se III

-

Attempting to re-orRaniz.

.

Phase III saw the pendulum

of forces swing back to the center
with driving and restraining
forces
counterbalancing each other. The shift
from the negative was
primarily
due to the co-coordinators' efforts
to stage a weekend retreat
for
"team building" with the staff.

This was consistent with their
collabo-

rative philosophy and resulted
(1)
in many new insights.
Pattern B

DRIVING FORCES
Contact with C.D.H.R.
(2)

The utilization of C.D.H.R. personnel was an attempt by the cocoordinators to improve communications in the area.

For the first time Doug and Lisa
sought and received support from an
outside agency in the University.
They established good relationships
with C.D.H.R. personnel and collaborated with them in the Pine Grove
395 course and the staff retreat.

(3)

Staff Retreat

The retreat was an attempt by the
Doug and Lisa felt by spending a
co-coordinators to clarify goals
weekend together away from Pine
and directions for the area staff.
(4) Grove that the staff could relax
and begin to build a trust base
with each other which was essential
for effective teamwork.
Behavior at Retreat by Staff
Smith, Brahms, Blakes, French and
Kelly seemed to share the cocoordinators' goals for the retreat and were cooperative.

Doug and Lisa felt good about the
open expression of feelings by most
of the staff concerning staff relationships, and felt this helped
relieve the tension.

Team
The co-coordinators continued to
build their team relationship,
and were becoming more competent
as time went by.

Doug and Lisa's continued teambuilding work with Karen further
strengthened their relationship and
allowed them to be "freer" in their
job tasks, thus helping create a
warm atmosphere.

.

.

.
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Pattern A
Pattern
(5)

B

Feedback to Co-coordinators
at Retreat

The "feedback" given the
cocoordinators at the retreat provided a means of knowing what
the staff thought of the
team's
job behavior.
It was clear that
the Head of Residence staff
(mostly the Fams and Blakes)
had many different expectations
for the Area Coordinator's job
than did the team. While the team
was operating on a "collaborative" level, the Heads of
(1)
Residence were seeking
more directive and aggressive behavior
(Figure 7). This information
helped the co-coordinators get a
better perspective on their staff.
(2)

The feedback received
by Doug and
Lisa provided valuable
insight for
the team concerning the
expectations
of the two heads of
residence.
It
became apparent that the
humanistic/
collaborative model that the cocoordinators believed in was not
as
appropriate as they had felt and
they now began to seek alternative
styles of leadership.

RESTRAINING FORCES

Hostility of Pine Grove 395 Students
The instructors of the Pine Grove
395 course received much abuse
from the
(3) students enrolled and
were not able to control the
class

Doug and Lisa received much hostility
from the students in the class, as
they (the class) weren't used to the
sharing of responsibility for the
class's direction. This frustrated
the co-coordinators.

Staff Resistance to Retreat
The resistance at the retreat by
Lippert and the Fams kept the
staff from becoming a cohesive
unit (Figure 8)

Howard, Earl and Betty's lack of
openness at the retreat effected the
other staff members and blocked development of a trust base.

Head of Residence Withdrawal to "B" House after Retreat
The Blakes' withdrawal to "B"
House severed communications with
the co-coordinators and made it
difficult for the team to work
effectively in that dormitory.

When John and Mary severed ties, it
served notice to the team that they
weren't interested in the team model
for managing Pine Grove. This confused Doug and Lisa as they felt
that they had spent a great deal of
energy in trying to work with the
Blakes

<

\
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Pattern A
(4)

Pattern B

Co-coordinators' Confusion after Retreat

The co-coordinators were uncertain
how to proceed after the retreat.
Since some of the staff were unresponsive to their managing style,
they sought an alternative way of
operating.

(5)

Doug and Lisa felt confusion
after
the retreat, as they weren't
sure
how to proceed in their job.
They
still wished to interact with
staff
members as unique individuals, but
felt that some staff members were
un
comfortable with this, and so they
tried to change their behavior.

Upcoming Departure of the Group Worker
and Head of Residence of "D" House

The departure from Pine Grove at
the semester break by Brahms and
French proposed a personnel
problem for the co-coordinators.
They had to prepare to hire two
new staff members and break
them in to their new positions.

The upcoming departure of Karen and
Tom made Doug and Lisa feel even more
alone in their struggle to create a
more human atmosphere at Pine Grove.

Phase IV

-

Driving
Forces

A Change in Style

Restraining
Forces
Point of
Equilibrium

Fig. 9.

Phase IV Force Field Analysis

.
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Ph ase IV

-

A change In style

.

The restraining forces
in Phase IV

outweighed the driving forces
at Pine Grove and resulted
in an atmosphere
of hostility. The
co-coordinators’ humanistic behavior
was forced underground and they adopted a more
business-like approach.
Pattern B

DRIVING FORCES
(I)

Co-coordinators as Team

As the criticism of the team (2)
grew
at Pine Grove, their teamwork
became even more important to their
survival on the job.

(3)

As the negative forces mounted
around
Doug and Lisa, their support of
each
other became more important. They
were able to share openly their feelings and frustrations in an atmosphere of growing hostility.

Immediate Staff

The continued competence of Kelly
and Useful in their positions at
Pine Grove helped the student affairs administrative team to
function effectively in everyday
tasks

The relaxed atmosphere of the Pine
Grove student affairs office was the
result of the warm supportive relationships that had developed between
Paul, Carol, Doug and Lisa.
Because
of this environment, the office became an "island in a hostile sea."

Head of Residence
The good working relationship with
the head of residence of "A" House
was a key factor in the smooth administration of that dormitory.
The co-coordinators and Smith
were able to work together in
solving dormitory problems.

-

"A" House

The close relationships between Barb,
Doug and Lisa provided important support in a time of turmoil at Pine
Grove.
Barb's rapport with "A" House
students was an inspiring sight, as
she was able to convey her concern for
them. Much of her "humanness" was reflected in her work with the counseling
staff, as they shared the burden of
dormitory problems. This helped make
"A" House a healthy environment in
which to live.

.
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Pattern A

Pattern B

Completion of Pine Grove 395

(4)

The completion of the course
they
were co-teaching was a welcome
event.
Some of the students benefitted from the class and the
team
no longer had to spend time
on
planning sessions.
(1)

Doug and Lisa felt relief
upon the
completion of the 395 course,
as
they had expended a great
deal of
energy during the semester.
They
developed warm relationships
with a
number of students (approximately
one-third) who got "turned on" at
the prospect of developing their
own
learning. The team felt great
satis
faction from these students.

RESTRAINING FORCES
Head of Residence

The Farn's challenging of the cocoordinators' authority during
(2)
this phase made it difficult to
work effectively with "C" House.
Also, their support of an antico-coordinator faction of students during the "D" House selection widened the communication
gap between the administrative
team and the head of residence.

-

"C" House

Earl and Betty's hostility towards
Doug and Lisa confused them. At this
point the team was angry and began to
act defensively.
It was obvious that
a humanistic attitude on the part
of
the co-coordinators made the Fams uncomfortable, and it was not worth the
energy expended to continue to work
with them.

(3)

Head of Residence

The continued withdrawal of the
Blakes made Pine Grove operations
difficult. The co-coordinators
were never sure how they would
react or what they were doing to
undermine the co-coordinators'
negotiations with Frost
administrators

"B" House

Lisa and Doug felt that they had been
unfairly judged by Mary and John and
were both hurt and angry with the
couple's lack of trust of their humanistic motives.

Staff Change
The failure to replace French with
staff members who shared their
point of view was another defeat
for administrative harmony.

-

-

"D" House

The anti-collaboration forces were
growing stronger, and Doug and Lisa
were withdrawing from contact with
the staff. With the replacement of
French, they felt they could only
openly communicate with one out of
four heads of residence.
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Pattern A
Pattern
(4)

Loss of Group Worker

Brahms had worked closely
with the
co-coordinators and had helped
to
make their team approach
more effective. Their inability to
replace her meant they had lost
one
of the few resources which
had directly helped them to function.

f

B

Karen s personal support
of Doug and
Lisa had been a source
of comfort and
understanding for them. They
felt
isolated and cut off from
all positive
inputs and this loss of
psychological
support caused them to be
depressed
and emotionally drained.

'

Phase V

Seeking a New Perspective

-

Driving
Forces

Restraining
Forces

Point of
Equilibrium

(1)

(2)

"A" House Head of
Residence
Replacement

(la) Head of Residence

"C" House

(3)

(lb) Head of Residence

"B" House
(4)

Co-Coordinators
as "Team"

(l c)

Organizational
Behavior Courses

(2)

Head of Residence
"D" House

Co-coordinators
Absence from Area

Other Area
Coordinators

((5)

Immediate Staff

Fig.

10.

Phase V Force Field Analysis
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Phase V

-

Seeking a new

p

erspective

.

Phase V is characterized
by a

change of focus for the area
co-coordinators.

Due to the tension at
Pine

Grove, they became involved
tn activities away from
the area, to seek new
sources of support. While
the driving forces gained
some new strength,
the restraining forces more
or less remained as they were
(1)
in Phase IV.

Pattern B

DRIVING FORCES

Replacement of Head of Residence
The co-coordinators felt that they
(2)
could work closely with the students and staff of "A” House and
provide an effective mechanism to
select a new head of residence.

-

"A" House

Doug and Lisa were excited
because
they felt this was a good opportunity
to work collaboratively and
show that
indeed a close, open relationship
could work. This gave them renewed
energy for continued work in the
area, at least with "A" House.

The Team
(3)

The area co-coordinators seemed to
have renewed energy for working
together. This energy made them
more agressive and able to tackle
administrative tasks with more
assurance.

Doug and Lisa felt they had been
through a great deal together and
that their support mechanism was
really working. They were able to
be honest and open in their relationships and had reached a level of
trust which they felt was strong
enough to help them make it through
the rest of the year.

Organizational Behavior Course
The co-coordinators were enrolled
in a course in Organizational Behavior that semester. This course
helped to give them a framework
and tools to look at the events
that were occurring on the job
and in some cases helped them to
function better because of their
improved ability to understand the
forces operating around them.

This course made it possible for
Doug and Lisa to step back and be
less personally hurt by the hostility
from their staff. They began to better understand that organizational
roles and expectations are not always
consistent with feelings and emotions.

.
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Pattern A

Pattern
(4)

B

Other Area Coordinators

As the co-coordinators began
to
work more closely with other
area
coordinators they found opportunities to utilize each other's
resources and to band together to
put pressure on the Frost administration to solve problems of
concern to all the areas.

(5)

As Doug and Lisa began to
develop collaborative efforts with other
area coordinators they felt for the first
time peer support and saw relief
for
their seemingly fruitless efforts
to
communicate with the student affairs
staff (Appendix B, The R.A.D. Scale
Questionnaire, administered to all
area coordinators in 1972, documents
the shared feelings that the area coordinators had about their positions.)

Immediate Staff

The smooth functioning of the immediate staff of the Pine Grove
Student Affairs office continued
to be important to the daily
functioning of the office.

The friendly atmosphere of the office
made Lisa and Doug happy to go to
their office.
It seemed like it was
the only place where they could relax and be themselves.

RESTRAINING FORCES
(la, b,

c)

Heads of Residence

The lack of cooperation of the
heads of residence from Houses
"B," "C" and "D" bordered on insubordination. The area cocoordinators began to control
more and to exclude staff from
decision making. The heads of
residence responded by by-passing
the area co-coordinators and attempting to negotiate directly
with Frost administrators. This
caused a temporary disruption in
the chain of command, but resulted in the heads of residence
alienating themselves from top
administrators as well as from
the area co-coordinators. The
end result was that Pine Grove
was virtually cut off from any
direct contact with Frost.

-

"B," "C" and "D" Houses

Mistrust and inability to communicate
seemed to have reached a peak. Doug
and Lisa were treated ho stilly by
their staff (with the exception of
Barb, Carol and Paul), and began to
respond defensively by acting aloof
and business like. They were angry
at the attempts to undermine their
relationship at Frost and began to
act more and more closed. Unfortunately, this closedness and defensiveness was some time misdirected and
Doug and Lisa began to feel irritable
and were becoming more negative in
their outlook (Figure 11)
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Pattern A
(2)

Pattern

B

Co-coordinators' Absence from the
Area

As they developed outlets and contacts elsewhere on campus, the cocoordinators spent less time
dealing with students and problems in the area.
Instead they
spent time and energy dealing
with Frost and working on budgets
and other strictly administrative
functions. This made staff and
students feel that the cocoordinators were not fulfilling
their responsibilities in the
area.

Although Doug and Lisa were
happy to
get away from the area, they
were depressed because they were not
able to
spend time working directly
with students which had been one of
their
original goals. They began to
feel
discouraged and defeated and this
drained off a great deal of the energy they had left.
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Phase VI

-

Phasing Out

Driving
Forces

Restraining
Forces
Point of
Equilibrium

(1)

Replacement of
Head of Residence - "A” Hoiis;p

(la) Head of Residence

"C" House

(3)

(lb) Head of Residence

”B" House
(2)
(4)

Co-Coordinator
Team

(5)

Comprehensive
Exams

(l c)

^

Other Area
Coordinators

t

Head of Residence
"D" House

(2)

Grayson Bar Incident

(5)

Drug Bust

Immediate
Staff

Fig.

12.

Phase VI Force Field Analysis
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Pha se VI.

Phasing out (the finishi.

,,

tn„

^

.

restraining forces, in relation
to the co-coordinators'
philosophy of
openness and collaboration, once
again dominate the driving
forces. This
was due mostly to the continued
hostility at Pine Grove plus
the occurrance of two major crises that further
promoted mistrust and closed
com(1) Pine Grove
munications at
and the entire Student
Affairs organization.
Pattern A

Pattern B

DRIVING FORCES

Replacement of Head of Residence
(2)

The smooth operation of the replacement process for "A” House
gave the area co-coordinators
renewed confidence.
(3)

-

"A" House

Their ability to work closely and
collaboratively with students and
staff of "A" House made Doug and
Lisa feel good about themselves
and their ability to share respon
sibility with staff and students.

The Team

The co-coordinators functioned as
a well balanced team, sharing responsibility to the end of their
contracts
(4)

Lisa and Doug felt that being able
to share their frustrations had
been crucial to their survival in
the job.

Comprehensive Exams

The co-coordinators were able to
pull together the organizational
behavior theory they had learned
in class and their experiences at
Pine Grove for their comprehensive exams. This changed their
perspective on the events of the
year as they were able to look
at Pine Grove as a laboratory
through which they learned about
organizations

Getting feedback about what had happened at Pine Grove helped Doug and
Lisa to be able to see some of their
positive accomplishments and receive
some support from faculty and
friends about what they had tried to
do.
They felt relieved because they
felt there were others who understood what they were trying to do
and they no longer felt as isolated.

Other Area Coordinators

Although as the year ended the cocoordinators had less contact with
other area coordinators, it was

The area coordinators all seemed to
have reached the point where they
could openly share their frustrations

.
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Pattern A

Pattern B

apparent that they had established
good working relationships and
could count on their assistance
if necessary

and as the year ended they
could
laugh together about some
of the
absurdities of their jobs.

Immediate Staff

(5)

The faithfulness and effectiveness of the immediate office
(1)
staff had been
one of the few
stabilizing forces throughout
the year.

Doug and Lisa felt that they had
established a close personal
friendship with Carol and Paul
which would carry beyond the job.

restraining forces
Heads of Residence

-

"B", "C” and "D" Houses

(2)

Communications at Pine Grove had
come to an almost complete standstill.
Staff members didn't work
with each other or with the area
co-coordinators. Each house was
run separately and staff and students were isolated and paranoid.

Doug and Lisa had given up trying
to have any contact other than routine business with most of their
staff.
They had been hurt by the
staff's rejection and had made a
decision that it was not worth
getting hurt any more.

Grayson Bar Incident
(3)

The Grayson Bar incident was an
administrative fiasco; everyone
at Frost was afraid and felt they
had to "cover up." No one seemed
to know what to do, but everyone
felt they had to do something.
It was obvious that the University
wanted to solve the problem as
quickly and efficiently as
possible (Figure 13)

The inhuman manner in which both
students and staff were handled
disgusted Lisa and Doug, who felt
powerless to do anything. The personal affects of the trial on Doug
were a confirmation of the Team's
decision that the inhumane university system was unchangeable.

Drug Bust

The effectiveness of the University to deal with the problem of
drugs on campus was just another
symptom of its inability to react
to the human needs of students.
Outside intervention by the police was the easy solution.

Doug and Lisa felt no response to
this issue; they had been drained
of almost all feelings.
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Summary

In summary, the analysis shows that
the restraining forces were so

strong that they constantly overwhelmed the
strength and growth of the

driving forces.

Another way to view this result is that the
influence

of the restraining forces on the co-coordinators
was so constant that

rarely did they feel the strength of the driving
forces.

They spent

much of the year on the defensive, struggling to
survive, and never felt
enough support to make positive changes.

A reflection of the results of

the year's events in terms of goal achievement is seen through

McGregor's goal achievement chart (Figure 14).
The personal (humanistic) effects of the year on Pine Grove staff

members were in general, negative.

The mistrust and defensive behavior

that prevailed perpetuated bad feelings and uncomfortability among the

staff and detracted from most feelings of accomplishment.

The co-

coordinators, especially, were affected by the hostile environment and
left their position feeling emotionally defeated.

Their feelings of

frustration kept them from seeing any positive influences that they

might have had at Pine Grove until weeks after their termination.
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CHAPTER

V

CONCLUSIONS AND RECOMMENDATIONS
This concluding chapter focuses on
the investigator's responses to
the following four questions which
provide a framework for viewing the

experiences of the co-coordinators at Pine
Grove.
I.

Why did the co-coordinators of Pine Grove
try to make a human-

istic intervention?
II.

What did the co-coordinators accomplish during
their year at

Pine Grove?
III.

What did the co-coordinators not accomplish during their

tenure at Pine Grove?
IV.

What recommendations does the investigator make for others who

are interested in implementing a humanistic leadership approach
to

management in a large university bureaucracy?

I.

Why Did the Co-coordinators of Pine Grove
Try to Make a Humanistic Intervention?

It was important to the co-coordinators that they integrate their

personalities into their work.

If congruence was attained,

openness,

risk-taking and spontaneous behavior would naturally evolve, and they
felt they could positively affect students through modeling humanistic-

collaborative behavior.
Man's (woman's) work must be permeated by his personality. Just as his choice of work must not be
due to mere convenience, chance or expediency, but
should directly reflect how he reaches for selfrealization in this world of ours, so the results
of his work, beside being objectively purposeful.
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would also reflect his
own purposes in life
(Bettelheim, 1960, p. 12
).

The team felt they could
teach students to enjoy
their lives, to
show them that there were
positive things in their
environment, that because of a cultural
orientation to focus on the
negatives, they didn't
see.
Maslow (1971) states:

How much the ugliness (of
your surroundings) affects you depends on your
sensitivity a^S tL ease
*^“Tn your attention away
from
the "obnoxious" stimuli...
if you choose beLtUul
time with, you will
find^tb^?
uplifted (Maslow.

197^^

193).

The co-coordinators believed
that their "team" model could
have an
impact on students in their
relationships with others. They
not only be
lieved in humanistic collaboration,
but felt they
this way and
could communicate this to others
to help them see alternatives
to the

li^

present competitive individualistic
life styles.

Slater states, "The

competitive life is a lonely one, and
its satisfactions are very shortlived indeed, for each race only
leads to a new one (Slater, 1970,
p. 6)
The co-coordinators wished to offer
an alternative to this philosophy.

They believed that the strength of human
feelings is stronger than
bureaucratic rules and expectations and wished
to experiment within a
large bureaucracy by responding to peoples'
human needs to see if this

was true.

They looked primarily to the works of Rogers
(1961, 1967,

1969) and Maslow (1964, 1965, 1971) to support their
underlying philoso-

phies, and found strong confirmation for their assumptions.

They were

not attempting to model Maslow 's and Rogers' theories, but
more their
own, which was that by being "free" enough to be themselves,
they could
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influence people in a

n,ore

humane way than by doing
it mostly through

organizational roles.
l>l”>Self. who is
onen'^tn^n^^°"
experience, who has a sense
of his
responsible choice, is not nearly
so likely to be controlled
by his environment as
qualities (Rogers,
196g! p!’®270),

TlS^vTo^f

Many times the co-coordinators,
both as individuals and as a
team,
heard the statement, "You have
to play the game in order
to function."”
They disagreed, because they
felt that acceptance of the
assumption behind this statement, which says
that there are no satisfactory
alternatives to "playing the game," was
exactly the source of the inhumane
system we have developed in our
society. Slater describes the insensitive
environment as follows:
The mechanized disaster that surrounds
us is in no
small part a result of our having
deluded ourselves
that a motley scramble of people trying
to get the
better of one another is socially useful
instead of
something to be avoided at all costs. It
has taken
us a long time to realize that seeking
to surpass
others might be pathological, and trying to
enjoy
and cooperate with others healthy, rather
than the
other way around (Slater, 1971, p. 133).

When bureaucrats behave 100% according to their
organizational
roles, they deny their own humanity, as well as the
humanity around
them.

They deny their own feelings and after a while start believing

that their "bureaucratic" ("normal") reactions reflect their
true emo
tions.

Laing (1967) concurs by stating:
What we call "normal" is a product of repression,
denial, splitting, projection, intrajection and
other forms of destructive action on experience...
The condition of alienation, of being asleep, of
being unconscious, of being out of one's mind, is
the condition of a normal man (Laing, 1967, pp. 27-28)."

.
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Argyris (1969) describes the
phenomenon in his own terms as follows:
"Individuals -programmed- with these
values (Pattern A) may be expected
to focus on the rational and
intellective, to suppress the emotional
and
interpersonal and to employ norms that
sanction conformity (Argyris, 1969,
p.

89).”

In the long run the human beings
who "buy into” a Pattern A

value system end up becoming "machines,”
giving up their humanity for
efficiency.

This denial of feelings, the repression
of personality and

human values, has created a dissonance
in our society which has grown so
large that few can escape unaffected.

begin to express

Man in this repressed state cannot

but a small percentage of his potential.

The co-

coordinators felt they saw a way to begin to change this
state of affairs

by behaving in a humane way within an inhumane system
(operating on
Pattern

B

values in a Pattern A organization)

II.

What Did the Co-coordinators Accomplish
During Their Year at Pine Grove?

Although the case study indicates that the area co-coordinators left
Pine Grove feeling emotionally defeated, in retrospect it is apparent
that their intervention had been a successful one in many ways.
To begin, we can look at the co-coordinators- own learning and
growth.

They experienced what it was like to attempt to live a consistent

Pattern B life style in a Pattern A organization.
to the problems Argyris

This relates directly

(1969) sees in developing Pattern B systems.

describes the unawareness of poeple in the system as follows:
The individuals also tend to be blind to the negative impact of their relatively low degree of openness, expression of feelings, risk taking and the

He
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low potency of the norms of
individuality and
trust.
Indeed, they tend to see these
concomitants
as natural (Argyris,
1969, p. 900).

The co-coordinators also found
that the humanistic approach they
aspired to, based on human feelings
and needs, was more comfortable
and

congruent for them than the typical
lonely Pattern A administrative role.
They learned in hindsight that the
overwhelming mistrust and inhumane be-

havior that dominated the university
system was not strong enough to destroy the strong human relationships they
established with their immediate

staff and some students, although at times
they lost sight of this fact.
To put it another way, they learned the
strength of their convictions,
their own humanity.

It was ironic to the team that once the school
year

was over, many people they had worked with at the
university, even those

who had strongly criticized them, expressed their
feelings and shared
some of their frustrations on a more open personal level.

This confirmed

that few people really like being a Pattern A person and also that

...individuals tend to be programmed with values
about effective interpersonal relations that lead
them to create interpersonal worlds, groups and
organizations that will tend to prevent them from
fulfilling what they may find to be intrinsically
satisfying (Argyris, 1969, p. 903).

Another accomplishment was the continued maturation of a human team
(male/female) that was able to function harmoniously and consistently

while remaining personally congruent.

Because of their shared goals and

values, the co-coordinators were able to get beneath male/female role ex-

pectations as well as organizational roles, to allow both of them to act
sensitively and congruently with their personalities.

They were able to

blend their skills and respond directly as people to each other as well

.
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as supporting each other in
outside contact.

Despite the overall negativism of
the year, the pair humanistically
influenced a number of students in the
area.
One example of their strong

relationships with students was the Grayson
Bar Incident.

During the in-

cident the co-coordinators found
themselves in a situation of unavoidable
role conflict.

They were the ’’enemy” from the points
of view of many of

the students by virtue of being
administrators.

But students who had

had personal contact with them prior
to this incident, trusted them and

apologized for having to be on the other side
during the trial (The
student lawyer was quoted as saying, ”I'm sorry,
but don't take what

I

say in the trial personally.")

Throughout the events of the year the co-coordinators were able
to
be consistent in the use of their humanistic approach.

As they continued

to lead with their instincts and feelings, they were often
able to help

others feel comfortable (less afraid)
In a few instances, "A" House selection, area coordinator meetings

and early counselor training, the team effectively led people to see that
a collaborative model could work effectively and be satisfying to those

involved.

Another important accomplishment was that in many instances,

their behavior demonstrated to students that administrators could be
"real" and not afraid to be honest, that they were indeed people , not

administrative machines.

Rogers confirms this approach with the fol-

lowing comments:
...an educational administrator .. .can operate in a
way which involves his staff as participants, which
draws upon their knowledge and abilities, which relies upon the basic human trend toward learning and

,
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self-fulfillment. To do so is not easy,
and the
extent to which it can be achieved
depends primarily on the attitude of the
administrator
Yet
It IS worth the risk, since only
in this way can
potentials of the group be utilized
(Robers, 1969, p. 212).

III.

What Did the Co-coordinators Not
Accomplish During Their Tenure at Pine Grove?

From an organizational Pattern A
perspective (Argyris, 1969), the

co-coordinators were not ’’good” administrators.

They performed their

routine administrative functions well, but refused
to be dishonest to
keep things running smoothly.

This created situations in which their

superiors became threatened and uncomfortable.

They would not passively

"do as they were told,” but would ask questions and make
decisions based
as much on their instincts and feelings as on expedience
and economics.

This approach not only confused their fellow administrators, but many

students as well.

Since most people were conditioned to "manipulative”

administrators, they often saw the co-coordinators as "pushovers.”

To

Bennis and Slater (1968)
It is amusing and occasionally frustrating to note
that the present view of leadership, which I have
referred to as an agricultural model (e.g.. Pattern
B) , is often construed as "passive” or "weak” or
"soft” or more popularly, "permissive,” and dismissed with the same uneasy, patronizing shrug one usually reserves for women who succeed, however clumsily,
to play a man's game.
What is particularly interesting is that the role of leadership described here is
clearly more demanding and formidible than any other
historical precedent, from King to Pope (Bennis and
Slater, 1968, pp. 122-123).

One of the team's biggest frustrations was the difficulty they had
in communicating their goals to the people around them.

People were

.
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constantly testing them to see when
they would show their "true"
colors
(i.e., articles from the Rage)
.

Another difficulty was the co-coordinators’
unrealistic expectations regarding community building
in the area.

In these expectations,

they neglected to forsee the difficulty
they would encounter in dealing

with students who saw area coordinators
only as dishonest administrators
would couldn't be trusted.

They were also unrealistic in thinking
they

could have an impact on the whole area
(1300 students) and continued to

disperse their energy toward this unrealistic
goal.
One of the assumptions that is basic to
collaborative leadership is

that people have to want to work together.

Unfortunately for the co-

coordinators, although they operated from this assumption,
they dis-

covered that their staff was not receptive to this style.

Maslow describes

the difficulty of changing an environment from a closed, competitive
and

hostile atmosphere to a more open one:
.when you try to move over from a strictly authoritarian managerial style (as characterized by a
typical Pattern A management) to a more participative style, the first consequence of lifting the
rigid restrictions .. .of authority may well be chaos,
some release of hostility, some destructiveness
and the like (Maslow, 1965, p. 43).
.

.

The area coordinators’ actual job description was a vague one, as
the team eventually learned.

Until they realized this, however, they

expended a great deal of energy attempting to learn just exactly what was
expected of them.

It is ironic in hindsight that the co-coordinators felt

their job was "irrelevant" to the functioning of the system and that the

busy behavior of many university administrators was to justify their
positions

.
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A strategy which the co-coordinators
learned in hindsight was that
they could have strengthened the
utilizing of their human resources
more

effectively.

Instead of concentrating their energy
on their strengths

CBarb Smith, Tom French, C.D.H.R.),
they put their efforts into changing

the other staff members, and this
proved emotionally draining as well as

unsuccessful
A final note concerning this section
deals with the subject of early
year ’’strategy".

The investigator feels that if the
co-coordinators had

more clearly thought out a long range plan
at the beginning of the year,
they might have been able to anticipate and
thus avoid some of the conflict they encountered.

What Recommendations Does the Investigator Make
for Others Who Are Interested in Implementing a
Humanistic Leadership Approach to Management
in a Large University Bureaucracy?

IV.

An issue the investigator wishes to raise in making recommendations
is the question of whether or not an aspiring Pattern B person would

choose to put himself/herself into a situation similar to the one des-

cribed in this case study.

Since the criteria for Pattern B behavior

(operate on instincts, feelings) is different than the criteria for

Pattern A behavior (based more on organizational demands), in many ways
it doesn’t make sense for a B oriented person to choose to operate in

a strong A environment.

It may be unrealistic, however, to think that

anyone can live a completely congruent Pattern

B life style

without

having to interface with the Pattern A world, so with this in mind, the

investigator makes the following recommendations.

.
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—
o^ers

A.

person has to be "human growth’^ oriented
to influence

^'humanistically.^

The person who believes in "humanistic"
ends

IS ongoingly involved in his own
development.

He is constantly seeking

new avenues to expand his personal awareness
and experience.

He attempts

to live more by his feelings and instincts
than by societal demands (al-

though they may be similar) and his goal is
to live a congruent life with
his experience reflecting his feelings.

—Diagnose

il)

t he organization,

(a)

Size of the organization.

Looking at the size of the organization will give you
some cues as to how

personal or impersonal the operating behavior of organization
members is.
If you are dealing with a large institution, you will
probably have a

more difficult time breaking through bureaucratic role expectations and
this could prove frustrating.
(b)

Goals of the organization.

It might be helpful to look at what

the stated goals of the organization are and what they are in actuality.

They may be the same, but there is a good chance of their being different.
How do the goals of the organization and of the department you will work
for coincide with your own goals?
(c)

Superiors.

It is important to try and understand your super-

ior’s approach to his work.

Meet your superior and try to understand

his goals and motives for being where he is.

Ask yourself if your goals

are congruent with his and if you feel you can learn from each other.

Find out how much he will infuence your existance in the organization.

Try and spend some time with him so you can learn about each other and
find out what he expects from you (and vice versa)
(d)

Subordinates.

Identify and meet the people you will be "re-
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sponsible” for in the organization.

Try to learn their goals.

you feel that you can share and learn from each other.
freedom or direction they want/need in their work.

them so that you can learn about each other.
of you and decide

See if

Find out how much

Spend some time with

Identify their expectations

if these are congruent with your own
expectations.

periment and see how "open” you feel you can be
with them.

Ex-

If you're de-

fensive in this approach, try to understand why.
(e)

zation.

Power structure.

Learn who controls the people in the organi-

Find out what is expected of you by the "power people.”

periment to see how honest you can be with them.

See if the organization

chart is reflective of the real power in the organization.

Use informal

interviewing as a means of learning who is really "in charge.”
(f)

Personal goals/needs.

Ex-

'

Identify your goals and decide if they

are consistent with the organization goals.

Identify your needs and see

if they are consistent with your goals (be realistic and honest)

.

Try

to learn how much flexibility and freedom you will be allowed in meeting

your needs and goals.
(5)

goals

.

Design a strategy for meeting your needs and accomplishing your
Identify your human resources.

Try to find out who shares your

goals and try to gauge the potential for building a support base.

Iden-

tify the skills you need to reach your goals and learn which people in
the organization have skills to help you.

fectively utilize these resources.
and needs.

Design a strategy to most ef-

Always stay conscious of your goals

Put your energy into people and projects that will best meet

your needs, reinforce you and stimulate you (i.e., collaborate with peo-
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pie with whom you feel you can
share and enjoy).

Spend little time and

energy on individuals who try and
"use" you in a dishonest, manipulative
manner, or if possible, deal with
them to effect change in the relationship.

An important part of your strategy
is to develop a critical mass
of support.
If you can develop a core of
Pattern B oriented people that
will outnumber the Pattern A types,
then you can begin changing the norms
from Pattern A to Pattern B (Argyris,
1969).

X4)

Maintain flexibility

achieve your goals.

Be constantly looking for alternatives
to

.

The ability to change in midstream is a
reflection

of your comfortability with yourself in a
situation.

If you feel good

(i.e., not defensive), you will find it easier
to change directions.

If

you are tense and defensive, you will find it difficult
to change, as you
will not trust the environment.
(5)

Know when to leave

fighting and when.
yield little growth.

.

Be able to decide which battles are worth

Don't spend energy on issues or people that will
Don't underestimate the obstacles to Pattern

congruence in a Pattern A environment (Argyris, 1969).

B

We live in a Pat-

tern A world where most people live their lives being afraid, denying
their feelings and generally not wanting to confront themselves.

Be-

cause of this. Pattern A oriented individuals fear people who have come
to terms with themselves (aspiring Pattern B) and will do almost any-

thing to make them conform.
(6)

meet them.

Take care of yourself

.

Understand your own needs and how to

Of the people in the organization, experiment and learn who

you can feel comfortable with, who you can share with and who you can
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count on for support.
;^iings,

not people

,

Organizations are designed to take care
of

so you have to help yourself.

.

.

:
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STUDENT QUESTIONNAIRE

A student questionnaire including four
questions concerning the
Pine Grove Student Affairs office,
was administered to Pine Grove Area

residents (see Phase II).

The following summary sheet states these

four questions and shows the responses of
the area students by individual

dormitory and as a total area.
The results show, of the students who returned
their questionnaires,
73% knew of the Student Affiars office in the
area and 67% had never con-

sulted the office for any reason.

This could imply that the Area Co-

ordinator's office had a negative reputation, thus keeping
students
away, or that many students had no need for the student
affairs services.

The last question, dealing with student expectations towards the

Area Coordinator position, clearly shows the role conflict experienced
by the co-coordinators during the year.

Only 6% of the students saw

the area coordinator as a "counselor."

Concerning individual dormitories, the students of "D" House were
the least aware of the Student Affairs office, with the students of "C"
and "D" Houses stating the most dissatisfaction with the student affiars

services.

This is consistent with the hostility that the co-coordinators

received from these dormitories.
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R. A. D.

questionnaire

The R.A.D, questionnaire was administered
to all the Area Coordi-

nators in the student affairs organization
to help the investigator gain
different perspectives on the area coordinator
position.

The results

shown in the following chart indicate that there
was general agreement
among the area coordinators in how they answered
the questions regarding

their responsibility and authority (scales

1,

2,

3 and 4).

This indi-

cated they had common concerns in their jobs and helps
explain why they

were receptive to collaboration with the Co-coordinators of
Pine Grove
(Phase V of the study).

The delegation question results were varied,

reflecting the different management styles of the area coordinators in
their respective areas.
cratic end of the scale.

The Co-coordinator team is seen at the demo-

\

.
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AREA COORDINATOR QUESTIONNAIRE
ADAPTED FROM
THE RAD SCALES
Ralph M. Stogdill
Bureau of Business Research
The Ohio State University
Directions:
Below are six separate scales. Two of these
scales describe different degrees of responsibility
Two describe different degrees of authority , and two describe different
degrees of authority
delegated to assistants.
.

For each scale please check only two items as follows:
Double check (//l
the single statement which most accurately describes
your status and
practices in carrying out your duties, and check
(/) the next most descriptive statement.
,

SCALE

1

W
f
—

S

PGA PGH

p

I am responsible for the formulation
and adoption of long range plans and
policies

(2)

I am responsible for making decisions
which define operating policies.

(3)

My superior gives me a general idea of
what he wants done.
It is my job to
decide how it shall be done and to see

G

B

/

//

/

//

//

that it gets done.
(4)

(5)

It is my responsibility to supervise
the work performed by my assistants
and subordinates.

The operations of my unit are planned
It is my responsiby my superiors.
bility to see that the plan is execu-

//

/

/

//

/

ted.
(6)

Key:

It is my responsibility to carry out
direct orders which I receive from
my superiors.

W = Willow Area
S = Spruce Area
PGA = Pine Grove Area
PGH = Pine Grove Area

-

=

Ames
Hayes

P = Pink Area
G = Green Area
B = Blue Area

/

.

.

.

.

120

f 7'!

(8)

w

responsibilities and duties are
assigned daily in the form of specific tasks.

iviy

S

PGA PGH

P

1

G

B
1

My superior approves each task I complete before I am peimitted to undertake another.
SCALE

(1)

2

I have complete authority for establishing policies and goals of a
general scope and establishing the
lines of organizational authority and
responsibility for the attainment of
these goals.

(2)

I am authorized to make all decisions
for the implementation of long range
plans

(3)

In the main I can make and carry out
all decisions which fall within the
realm of established policy without
consulting my superior or obtaining
his approval

(4)

(5)

(6)

(7)

(8)

//

//

I have complete authority on routine
matters but refer the majority of unusual items to my superior for his
approval

»/

All questions of policy must be referred to my superior for his decision.
I frequently refer questions to my superior before taking any action.

/

/

I seldom make decisions or take action
without approval from my superior.

My work procedures are fully outlined
and allow little freedom in making
decisions

//

//

/

/

//

//

/

/

//

.
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SCALE

3

-JSL
(1)

S

My assistants (heads of residence)
have
been granted authority to fulfill
their
duties in any manner they deem advis-

P(?A

PGH

P

H

//

/

/

G

B

/

able.
(2)

(3)

(4 )

My assistants have full authority, except that I retain the right to approve
//
or disapprove of decisions affecting
policy making.
My assistants have been authorized to
make decisions on problems as they
arise, but must keep me informed on
matters of importance.

My assistants have authority to handle
all routine matters in day to day operation.

(5 )

My assistants may act in most routine
matters

(6)

Many of the responsibilities of my office cannot be entrusted to assistants.

(7)

My assistants have no actual authority
to take action, but make recommendations regarding specific action to me.

(8)

I dictate detailed orders to my subordinates which they must carry out exactly as I specify, consulting me
frequently if they are in doubt.

//

//

/

I am responsible for decisions relative to changes in long term policy.

(2)

I am responsible for making decisions
relative to methods for effecting major changes in operations.

(3 )

My superior always informs me as to
the tasks to be performed and I am
solely responsible for deciding how to
fulfill these tasks and supervising
their performance.

//

/

/

SCALE 4
(1)

/

//

//

//

.

..
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W
(4)

(5)

my responsibility to supervise
the carrying out of orders which
I receive from my superior.
I am responsible for
making decisions
relative to routine operations.
I execute direct orders
given by my
superiors

(7)

I have only my own
account for.

(8)

I am not responsible for making
decisions

(3)

//

/

(5)

(6)

G

B

/

/

/

//

//

/

/

//

5

have complete authority for formulating policies of general nature and
scope and for establishing lines of
the entire organizational authority
and responsibility.
I

'

I am authorized to make decisions which
put all major plans and policies into
action.

refer only matters of an exceptional
nature to my superior for approval
I
settle most problems myself.

//

/

/

//

I

.

(4)

P

routine tasks to

SCALE

(2)

PGA PGH

It is

(6)

(1)

S

In situations not covered by instructions I decide whether action is to be
taken and what action is to be taken.
I have no authority to act in matters
where policy is not clearly defined.

/

/

have authority to make decisions only
as they are related to my own routine
tasks

/

/

//

I

(7)

I make decisions only when given explicit authority.

(8)

follow a work schedule laid out for
me by my superior and have little authority to make changes.

/

//

/

//

I

//

.

.

.

123

SCALE 6
(1)

I

W

S

PGA PGH

gree of authority and responsibility
in making decisions.

(3)

(4)

(5)

(6)

G

B

make decisions only when consulted

in unusual circumstances, authorizing
my assistants to exercise a high de-

(2)

P

I have delegated full
authority to my
assistants, other than the rights to
prescribe policy and pass upon broad
procedures

I make most decisions coming within my
scope of authority, although my assistants assume considerable responsibility for making decisions in routine
matters where policies and procedures
are well established.

I supervise my assistants fairly closely in their exercise of authority.

(7)

make all important decisions coming
within my scope of authority. My assistants are responsible for making
decisions only in minor matters

(8)

I have not found it advisable to
delegate authority to my assistants.

I

//

/

/

//

I give my assistants a general
idea of
what I want done.
It is their responsibility to decide how it shall be done
and to see that it gets done.
I have delegated to my assistants
authority to make all routine daily
decisions

H

//

/

//

/

/

/

//

/
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FORCE FIELD ANALYSIS

Too often in considering a piece of
behavior we view it as a static
•'habit” or "custom” that exists in
its present form due to historical

chance ratehr than to any interplay of
presently existing forces.
Lewin,

Kurt

whole theories laid the groundwork for much
of our thinking on

group behavior, views a piece of behavior as a
dynamic equilibrium of
forces working in opposite directions.

Thus, the behavior exists at its

present level rather than another level because the sum
of the strengths
of the restraining forces are equal to the sum of the strengths
of the

driving forces.

When the sum of the strength of the forces are not equal,

we have a situation of change and the new behavior that results will
be
the level at which the sum of the strengths are again equal

Because of the dynamic nature of those forces and of the potentials
for change in the state of equilibrium, the level of equilibrium is not

viewed as stationary- -but rather as "quasi-stationary .”

A habit, then,

may over time show some mild fluctuations, but because the strength of
neither set of forces has been appreciably modified, there is no significant change in the equilibrium and the level of behavior tends to stay
at its original point.

Change in the behavior occurs when there is an inequality between the
sum of the strengths of the driving and of the restraining forces.

This

inequality unfreezes the present level of behavior and moves it to a new
level at which the sum of the strengths of the driving and restraining

forces are again equal.

conditions

An inequality in strength can occur under three

126

(a)
(b)
(c)

a change in the strength of force
(this can be
either an increase or decrease in magnitude)
a change in the direction of a
force
the addition of a new force or removal
of an

existing one.

Two methods for changing a level of behavior
are generally employed.

We

either work on increasing the number or strenth
of the driving forces

hoping by superior pressure to push the level of behavior,
or we work on
the restraining forces, hoping by either decreasing
their number or

strength to create an inbalance that will cause the behavior
to move.

With the first method, the change from the original level to the new
one

usually is accompanied by a situation of increasing tension.

The addition

of the new driving strength, without any reduction in strength in the re-

straining side, produces a higher degree of agressiveness, higher emotionality and lower constructiveness.

On the other hand, since the second

method uses a reduction in strength in the restraining forces, the change
to the new level usually is not accompanied by these high tensions.
It should be noted that we are talking about the sum of the strength

of the forces rather than the sum of the forces.

Different forces have

different degrees of power so that adding up the number of forces (and ig-

noring their relative strengths) on each side will not tell which side is
stronger.
In force field analysis, change is a three step process.

we must "unfreeze” the present level.

Initially

Then we must move the level to the

new or desired point and finally, once the behavior is at the new level,
we must "refreeze" it there.

"Refreezing" means helping the forces that

are now producing a new "quasi-stationary equilibrium" to be more than

.
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temporary ones.

All too often we forget this step and,
shortly after

it has reached a new level, the behavior drops
back to its previous

level

abstracted from National Training Laboratories publication

